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V IS IO N : AN ESSENTIAL COMPONENT OF TRANSFORMING LEADERSHIP
FIN K , ROBERT ALAN, ED .D . U n i v e r s i t y  o f  San D ie g o ,  1 9 9 0 .
226pp .
D i r e c t o r :  Joseph C. R o s t
The purpose o f  t h i s  s tu d y  i s  t o  exam ine t r a n s f o r m in g  
l e a d e r s h ip  w i t h i n  th e  c o n t e x t  w here  t h i s  r e l a t i o n s h i p  
e x i s t s .  S p e c i f i c  fo c u s  i s  on t h e  N a t io n a l  A s s o c ia t io n  f o r  
Campus A c t i v i t i e s ,  a n a t i o n a l  e d u c a t io n a l  a s s o c i a t i o n  
composed o f  o v e r  1 ,1 0 0  i n s t i t u t i o n s  o f  h ig h e r  e d u c a t io n  and 
400  a s s o c ia t e d  f i r m s ,  and i t s  E x e c u t iv e  D i r e c t o r ,  who s e rv e d  
as th e  c e n t e r  o f  th e  web o f  l e a d e r s h ip  r e l a t i o n s h i p s  d u r in g  
th e  p a s t  seven y e a r s .
The s tu d y  to o k  th e  fo rm  o f  a q u a l i t a t i v e  case  s tu d y ,  
w i t h  i n t e r v i e w s  and o b s e r v a t io n s  t a k in g  p la c e  o v e r  a one 
y e a r  p e r io d  a t  v a r io u s  s i t e s  a c ro s s  th e  c o u n try  d u r in g  
m e e t in g s  o f  th e  A s s o c ia t io n  and i t s  o f f i c e r s .  The re s e a rc h  
had f o u r  pu rp o ses:
1. To s tu d y  t r a n s f o r m in g  le a d e r s h ip  in  an o r g a n i z a t io n  
where t h e  c e n t r a l  c h a r a c t e r  in  th e  r e l a t i o n s h i p s  
d id  n o t  s e r v e  as  CEO.
2 .  To i n v e s t i g a t e  t h e  manner in  which v i s i o n  s e rv e d  as 
th e  d r i v i n g  f o r c e  in  t h e  le a d e r s h ip  r e l a t i o n s h i p  
among le a d e r s  and f o l l o w e r s .
3 .  To s tu d y  t r a n s f o r m in g  le a d e r s h ip  where th e  c e n t r a l  
c h a r a c t e r  in  th e  r e l a t i o n s h i p s  was n o t  c h a r is m a t ic



















by n a t u r e .
4 .  To s tu d y  l e a d e r s h ip ,  by i n v e s t i g a t i n g  b o th  how th e  
v i s i o n  was fo rm ed  and communicated and t h e  manner 
i n  w h ich  t h e  le a d e r s h ip  r e l a t i o n s h i p  d e v e lo p e d  
among l e a d e r s  and f o l l o w e r s .
T h is  s tu d y  o f  key  v o lu n t e e r s  and s t a f f  members o f  th e  
A s s o c ia t io n  u n c o v ere d  an o r g a n i z a t io n  t h a t  f o s t e r s  and 
prom otes i n f l u e n c e  based le a d e r s h ip  r e l a t i o n s h i p s  as a norm 
f o r  b e h a v io r  and i n t e r a c t i o n s .  The o r g a n i z a t i o n ’ s c u l t u r e  
s u p p o r ts  c o l l a b o r a t i o n ,  team w ork , and th e  f r e e  f lo w  o f  
in f o r m a t io n  betw een  i n d i v i d u a l s  in  d i f f e r e n t  l e v e l s  o f  
a u t h o r i t y  as w e l l  as p r i z i n g  t h e  f l u i d  n a t u r e  o f  th e  
l e a d e r s h ip  and f o l l o w e r s h i p  r o l e s  v o lu n t e e r s  move in  and o u t  
o f  in  t h e  A s s o c i a t i o n .  S p e c i f i c  r e s u l t s  a r e  t h a t  
t r a n s f o r m in g  l e a d e r s h ip  r e l a t i o n s h i p s  a re  n o t  d ep en d en t on a 
c h a r is m a t ic  l e a d e r  s e r v in g  as th e  CEO in  an o r g a n i z a t i o n .  
A d d i t i o n a l l y ,  v i s i o n  i s  shown as b e in g  i n t e r t w i n e d  w i t h  th e  
c u l t u r e  o f  an o r g a n i z a t i o n ,  and t h e  v is i o n  s e rv e s  as th e  
d r i v i n g  f o r c e  in  t h e  le a d e r s h ip  r e l a t i o n s h i p s  among hundreds  
o f  v o lu n t e e r s  in  t h e  A s s o c i a t i o n .
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t h e r e  many w e re  k in d ,  b r i g h t ,  and s h a r in g  p e o p le  who 
p r o v id e d  me w i t h  a i d ,  c o m fo r t ,  s u p p o r t ,  and s t i m u l a t i o n .
I  w ould  f i r s t  l i k e  t o  th a n k  Ed McManness, who was th e  
f i r s t  t o  r e a l l y  te a c h  and i n t e r e s t  me a b o u t  le a d e r s h ip -  and 
t h e  way i t  can be a p o s i t i v e  f a c t o r  in  p e o p le ’ s l i v e s .  He 
was an e a r l y  m e n to r  and I  v a lu e  o u r  c o n t in u e d  f r i e n d s h i p .
I  g r a t e f u l l y  acknow ledge  a l l  o f  t h e  v o l u n t e e r s  and 
s t a f f  members in  t h e  N a t io n a l  A s s o c ia t io n  f o r  Campus 
A c t i v i t i e s ,  w i t h o u t  whose c o m p le te  c o o p e r a t io n  t h i s  s tu d y  
would have been im p o s s ib le .  Ray, C a r y l ,  Lou, and L a r r y  were  
p a r t i c u l a r l y  h e l p f u l  in  s u p p o r t in g  my w o rk .  I  w ould  be 
re m is s  t o  n o t  g iv e  s p e c ia l  th a n k s  t o  S te p h en  S l a g l e  f o r  
h is  openness t o  t h i s  s tu d y  and h is  e a g e rn e s s  t o  be a 
c o i n v e s t i g a t o r  in  t h i s  r e s e a r c h .
The s t a f f  in  th e  H ousing and R e s id e n c e  L i f e  D ep artm en ts  
a t  th e  U n i v e r s i t y  o f  San D ie g o  w ere  im p o r t a n t  in  p r o v id in g  
s u p p o r t  f o r  my work and u n d e rs ta n d in g  f o r  t h e  demands th e  
d o c t o r a l  p rogram  p la c e d  on me d u r in g  t h e  p a s t  t h r e e  y e a r s .  
J udy, S h aro n , K ay, R ic k ,  K a t h i , my RA’ s and f e l l o w  RD’ s were  
a lw a y s  t h e r e  f o r  h e lp  and u n d e r s t a n d in g .  A s p e c ia l  th a n k s  
goes t o  S k ip  W a lsh , my s u p e r v is o r  f o r  d u r in g  t h e  p a s t  t h r e e
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y e a r s .  H is  p a t i e n c e ,  s u p p o r t ,  f r i e n d s h i p ,  and s t r o n g  
b e l i e f s  have m eant a g r e a t  d e a l  t o  me.
A g r e a t  s o u rc e  o f  i n s p i r a t i o n  d u r in g  th e  p a s t  f o u r  
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th a n k s  t o  K a th y  f o r  th o s e  m o rn in g  d is c u s s io n s  on l e a d e r s h ip  
o v e r  f l a v o r e d  c o f f e e ,  t o  J a n e t  f o r  h e r  q u ic k  m ind, t o  Heng 
Lee f o r  h i s  s u p p o r t  f o r  f r i e n d s  w h i le  b e in g  tu g g ed  in  so  
many d i f f e r e n t  d i r e c t i o n s ,  t o  Ruth f o r  h e r  i n t r o j e c t i o n  o f  a 
d i f f e r e n t  c u l t u r a l  norm, t o  D a n e l le  f o r  h e r  h e lp  in
m o t i v a t in g  me t o  f i n i s h  t h i s  s tu d y ,  and t o  Gaye and M ike  f o r
t h e i r  f r i e n d s h i p  and t h e i r  h o n e s t  and c r i t i c a l  fe e d b a c k .
My c o m m it te e  was o f  g r e a t  h e lp  and s u p p o r t  in
c h a l l e n g i n g  my id e a s .  Many th a n k s  t o  D r .  K e v in  F r e ib e r g  f o r
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CHAPTER I  
STATEMENT OF THE ISSUE
I n t r o d u c t i o n
The days o f  F e b r u a r y ,  1987 w ere  d a r k  f o r  th e  Reagan  
A d m i n i s t r a t io n .  P u b l ic  and p o l i t i c a l  p re s s u r e  was g row ing  
o v e r  th e  A d m i n i s t r a t i o n ’ s arms s a l e  t o  I r a n .  C oncerns were  
b e in g  r a is e d  o v e r  th e  P r e s i d e n t ’ s h e a l t h  and w h e th e r  he 
would be a b le  t o  c o m p le te  h i s  te rm  in  t o t a l  c o n t r o l  o f  th e  
f e d e r a l  b u r e a u c r a c y .  C r i t i c i s m  was m o u n tin g  a g a in s t  C h ie f  
o f  S t a f f  D ona ld  Regan o v e r  h i s  lo s s  o f  c o n t r o l  and t h e  
rumors o f  p o o r  a d v ic e  g iv e n  t o  t h e  P r e s i d e n t .  W arn ings  were  
r a is e d  o v e r  t h e  d a n g e rs  t h a t  th e  e v e r -e x p a n d in g  budget  
d e f i c i t  w ould  have on t h e  n a t i o n ’ s economy and f u t u r e .  
E x p re s s io n s  o f  g ra v e  c o n ce rn  w ere  v o ic e d  r e g a r d in g  th e  
unproven te c h n o lo g y  o f  th e  s t r a t e g i c  d e fe n s e  i n i t i a t i v e  
( S D I )  and r e l y i n g  on i t  f o r  th e  n a t i o n ’ s f u t u r e  d e fe n s e .
D u r in g  J a n u a ry  and e a r l y  F e b r u a r y ,  as  th e s e  c o n cern s  
were b e in g  r a is e d  and d e b a te d ,  t h e  P r e s i d e n t  became 
i n v i s i b l e  t o  th e  p u b l i c .  O u ts id e  o f  h is  S t a t e  o f  t h e  Union  
sp eech , P r e s id e n t  Reagan rem ain ed  lo c k e d  away a t  th e  W h ite  
House, s p e a k in g  o n ly  w i t h  h i s  a d v is o r s ,  a  group th e  p u b l i c  
had begun t o  d i s t r u s t .  Many com m entato rs  began t o  p r e d i c t
1
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t h a t  th e  Reagan p r e s id e n c y  w ould  f u n c t i o n  as  an i n e f f e c t u a l  
lame duck d u r in g  i t s  l a s t  two y e a r s .
On F e b ru a ry  13 ,  1987 , t h e  Los A n g e le s  Tim es p u b l is h e d  
an e d i t o r i a l  e n t i t l e d  “W anted: A L e a d e r ."  The e d i t o r i a l
c i t e d  th e s e  and o t h e r  p ro b lem s  f a c i n g  t h e  c o u n t r y  and th e n  
s t a t e d  w h at t h e  p e o p le  w an ted  fro m  t h e i r  P r e s i d e n t .
A c c o rd in g  t o  t h e  e d i t o r i a l  w r i t e r s ,  th e y  w anted  a  P r e s id e n t  
who would h o n e s t ly  d e s c r ib e  th e  I r a n  arms s a l e  and e x p l a i n  
w hat s te p s  w ere  b e in g  ta k e n  t o  e n s u re  t h a t  t h i s  ty p e  o f  
i n c id e n t  w ould  n o t  t a k e  p la c e  a g a in .  The p e o p le  w anted  a  
P r e s id e n t  who w ould  work w i t h  C ongress t o  c u t  t h e  b u d g e t  
d e f i c i t  r a t h e r  th a n  t r a d e  v e r b a l  b a rb s  o v e r  who was a t  f a u l t  
f o r  t h i s  p ro b le m . The e d i t o r i a l  c a l l e d  f o r  t h e  P r e s i d e n t  t o  
come fo r w a r d  and speak  h o n e s t ly  w i t h  th e  A m erican  p e o p le  
a b o u t  SDI and f o r  t h e  p e o p le  as a w ho le  t o  be in v o lv e d  in  
t h i s  d e c i s i o n .  I n  g e n e r a l ,  The Los A n g e les  Tim es c a l l e d  f o r  
th e  P r e s id e n t  t o  t a k e  c o n t r o l ,  become a c c o u n ta b le ,  and 
become a le a d e r  ("W an ted : A L e a d e r ,"  1 9 8 7 ) .
What t y p e  o f  l e a d e r s h ip  d id  t h i s  e d i t o r i a l  c a l l  f o r ?
I t  w asn’ t  f o r  th e  l e a d e r s h ip  o f  some superman based on t h e  
g r e a t  man t h e o r i e s  o f  t h e  1 9 th  c e n t u r y .  T h is  w asn ’ t  a c a l l  
f o r  a p erso n  w i t h  c e r t a i n  le a d e r s h ip  t r a i t s  as was common o f  
l e a d e r s h ip  s t u d ie s  o f  th e  1 9 3 0 s .  N e i t h e r  was t h i s  a r t i c l e  a  
q u e s t  f o r  an e n l ig h t e n e d  m anager, a b le  t o  s e l e c t  th e  
a p p r o p r i a t e  b e h a v io r s  f o r  t h i s  p a r t i c u l a r  s i t u a t i o n  as many 
o f  th e  more r e c e n t  c o n t in g e n c y  t h e o r i s t s  would  s u g g e s t .
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I  b e l i e v e  t h i s  e d i t o r i a l  c a l l e d  f o r  R ona ld  Reagan t o  
come fo r w a r d  o u t  o f  h i s  i s o l a t i o n  and o f f e r  A m e rica n s  a 
v is i o n  o f  a b e t t e r  f u t u r e  f o r  t h e  n a t io n  and t h e  w o r ld .  I t  
c a l l e d  f o r  t h e  P r e s id e n t  t o  speak  o u t  a g a in s t  t h e  m ora l  
t r a n s g r e s s io n s  o f  members o f  h is  a d m i n i s t r a t i o n  and p r o v id e  
a c l e a r  p i c t u r e  o f  movement to w a rd  a common good. I t  c a l l e d  
f o r  t h e  P r e s id e n t  t o  com m unicate  w i t h  A m erican  c i t i z e n s ,  a  
d ia lo g u e  w h ich  w ould  p r o v id e  a  c o l l a b o r a t i v e  movement t o  
f a c e  th e  c r i t i c a l  p ro b lem s  in  o u r  w o r ld .  I  b e l i e v e  t h i s  
e d i t o r i a l  c a l l e d  f o r  P r e s id e n t  t o  become a t r a n s f o r m a t i o n a l  
l e a d e r ,  fo r m in g  a r e l a t i o n s h i p  w i t h  A m ericans  based on a  
m o r a l ly  p u r p o s e fu l  v i s i o n  o f  an im proved human c o n d i t i o n .
The Is s u e
I  b e l i e v e  t h r e e  f a c t o r s  have p re v e n te d  th e  d e ve lo p m e n t  
o f  a c l e a r  u n d e rs ta n d in g  o f  th e  c o n c e p t  o f  l e a d e r s h ip .
F i r s t ,  as s t a t e d  by Burns ( 1 9 7 8 ) ,  t h e  c r i s i s  in  l e a d e r s h ip  
i s  i n t e l l e c t u a l .  T h is  i n t e l l e c t u a l  c r i s i s  r e s u l t s  in  p a r t  
"from  c o n fu s io n  between t h e  c o n c e p t  o f  t h e  w hat o f  
l e a d e r s h ip ,  t h e  how o r  p r a c t i c e  o f  l e a d e r s h ip ,  and t h e  who 
o r  a g e n ts  o f  l e a d e r s h ip "  ( A l l e n ,  C h r is p e e ls ,  F in k ,  & T an ,  
1 9 8 8 ) .  A l l  to o  o f t e n  a u th o r s  and r e s e a r c h e r s  have  fo c u s e d  
on how i n d i v i d u a l s  f u n c t i o n  w i t h i n  l e a d e r s h ip  r e l a t i o n s h i p s  
w i t h o u t  f i r s t  p r e s e n t in g  a c l e a r  p i c t u r e  o f  t h e  c o r e  o f  t h a t  
r e l a t i o n s h i p .
A fo c u s  on l e a d e r s h ip  as w hat an i n d i v i d u a l  l e a d e r  does
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r a t h e r  th a n  a  dynam ic  r e l a t i o n s h i p  betw een le a d e r  and  
f o l l o w e r s  c lo u d s  o u r  u n d e rs ta n d in g  o f  l e a d e r s h ip  i n  a  number 
o f  w ays. I t  can  make us lo s e  s ig h t  o f  t h e  a c t i v e  r o l e  
f o l l o w e r s  p la y  i n  t h e  r e l a t i o n s h i p  and le a d  t o  v ie w in g  them  
as l i t t l e  more th a n  p a s s iv e  re sp o n d ers  who b l i n d l y  f o l l o w  a 
l e a d e r .  A s i n g u l a r  fo c u s  on a  l e a d e r  and n o t  l e a d e r s h ip  can  
le a d  t o  th e  c o m p i la t io n  o f  a  l i s t -  o f  th o s e  e x t r a o r d i n a r y  
s k i l l s  and a c c o m p lish m e n ts  w hich  a re  a t t r i b u t e d  t o  a  l e a d e r  
a f t e r  a s u c c e s s fu l  o r g a n i z a t i o n a l  a c t i v i t y  r a t h e r  th a n  
d is c o v e r in g  how l e a d e r s ,  f o l l o w e r s ,  and t h e  p r e s s u r e s  o f  th e  
e n v iro n m e n t  may have combined s y n e r g i s t i c a l l y  in  a 
p a r t i c u l a r  c as e  t o  p ro d u ce  t r a n s f o r m a t i o n a l  l e a d e r s h ip .
A second reaso n  f o r  th e  p r e s e n t  s t a t e  o f  c o n fu s io n  on 
l e a d e r s h ip  comes w i t h  i t s  l i n k  w i t h  p o s i t i o n s  o f  a u t h o r i t y .  
Even when a u t h o r s  f o l l o w  t h e  co n ce p t o f  t r a n s f o r m a t i o n a l  
le a d e r s h ip  and s t a t e  t h a t  p o s i t i o n a l  a u t h o r i t y  i s  n o t  
n e c e s s a ry ,  v i r t u a l l y  a l l  exam ples  p r e s e n te d  o f  i n d i v i d u a l s  
o p e r a t in g  w i t h i n  t h i s  fram ew o rk  a re  o f  p r e s id e n t s  o r  CEO’ s 
o f  t h e i r  o r g a n i z a t i o n s .
The p ro b le m  w i t h  t h i s  approach  i s  t h a t  th e  a u t h o r i t y  
and power one has as a p r e s i d e n t  c lo u d s  th e  i n f l u e n c e  based  
r e l a t i o n s h i p  a t  t h e  c o re  o f  l e a d e r s h ip .  Do s u b o r d in a t e s  
f o l l o w  and s u p p o r t  th e  id e a s  o f  p r e s id e n t s  because  th e y  
e x p re s s  an e x c i t i n g  v i s i o n  o f  th e  f u t u r e  o r  because f a i l u r e  
t o  do so w ould  j e a p o r d i z e  s a l a r y  in c r e a s e s  and jo b  s e c u r i t y ?  
Such an a p p ro ac h  can a ls o  le a d  th o s e  who s tu d y  le a d e r s h ip  t o
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lo s e  s i g h t  o f  t h e  t r u e  i n t e r a c t i v e  n a t u r e  o f  l e a d e r s h ip .
T h is  c o u ld  cause  r e s e a r c h e r s  t o  s t a t i c a l l y  i d e n t i f y  
i n d i v i d u a l s  as l e a d e r s  and f o l l o w e r s  a c c o r d in g  t o  t h e i r  
p o s i t i o n  o f  a u t h o r i t y  as w e l l  as  lo s e  s i g h t  o f  t h e  r o l e  and 
p re s e n c e  o f  l e a d e r s  a t  a l l  l e v e l s  i n  an o r g a n i z a t i o n .
A t h i r d  c o n t r i b u t o r  t o  t h i s  p ro b le m  i s  th e  c o n fu s io n  
betw een  th e  message and t h e  q u a l i t i e s  o f  t h e  m essenger.
W h i le  most a u th o r s  d is c u s s in g  l e a d e r s h ip  do n o t  r e q u i r e  t h e  
l e a d e r  t o  be c h a r i s m a t ic ,  v i r t u a l l y  a l l  exam ples  o f  -
i n d i v i d u a l s  f u n c t i o n i n g  as t r a n s f o r m a t i o n a l  le a d e r s  d e s c r ib e  
p e o p le  who have a  p e rs o n a l  m a g n e t ic  q u a l i t y  which  can  
f i g u r a t i v e l y  l i g h t  up a  room when t h e y  e n t e r .  I t  i s  
im p o r ta n t  t h a t  we b e g in  t o  u n d e rs ta n d  t h a t  th e  l e a d e r s h ip  
r e l a t i o n s h i p  i s  n o t  based on a  p e rs o n a l  a t t r a c t i o n  among 
i n d i v i d u a l s  b u t  on t h e  bond fo r g e d  by le a d e r s  and f o l l o w e r s  
c e n te r e d  on a commonly d e v e lo p e d  v i s i o n .
P urpose
T h is  s tu d y  has f o u r  p u rp o s e s .  F i r s t ,  th e  i n t e n t  o f  
t h i s  re s e a rc h  i s  t o  c o n t r i b u t e  i n  g e n e r a l  t o  th e  g ro w in g  
body o f  q u a l i t a t i v e  s t u d i e s  on t r a n s f o r m in g  le a d e r s h ip  as i t  
o p e r a t e s  in  o r g a n i z a t i o n s .  Many r e c e n t  a u th o r s  have fo c u s e d  
on t h e  t r a n s f o r m in g  l e a d e r  s e r v in g  as a  CEO (B a s s , 1985;  
B en n is  & Nanus, 1985 ; F r e ib e r g ,  1 9 8 7 ;  L e v in so n  & R o s e n th a l ,  
1984; P e t e r s  & A u s t in ,  1985 ; T ic h y  & D evanna, 1 9 8 6 ) .  T h is  
re s e a rc h  d i f f e r s  in  t h a t  i t  fo c u s e s  on an i n d i v i d u a l  who d id
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
n o t  s e r v e  as a CEO in  a t y p i c a l  c o r p o r a t e  o r  p o l i t i c a l  
o r g a n i z a t i o n .
The c e n t r a l  c h a r a c t e r  o f  t h e  s tu d y  f u n c t i o n s  as  th e  
E x e c u t iv e  D i r e c t o r  o f  a  n a t i o n a l  e d u c a t io n a l  a s s o c i a t i o n  
composed o f  o v e r  1 ,1 0 0  i n s t i t u t i o n s  o f  h ig h e r  e d u c a t io n  and 
400  a s s o c ia t e d  f i r m s .  As an E x e c u t iv e  D i r e c t o r  in  a  
v o l u n t e e r  o r g a n i z a t i o n ,  t h i s  i n d i v i d u a l  was n o t  a b le  t o  r e l  
on t h e  a u t h o r i t y  s t r u c t u r e  and power r e s o u rc e s  a v a i l a b l e  t o  
a CEO in  a p r i v a t e  b u s in e s s .  The p r im a r y  s o u rc e s  o f  power 
a v a i l a b l e  t o  t h e  E x e c u t iv e  D i r e c t o r  w ere  p e r s u a s io n ,  
i n f l u e n c e ,  and an im p r e s s iv e ,  th o ro u g h  know ledge  o f  
in f o r m a t io n  a b o u t  v o l u n t e e r  a s s o c ia t io n s  in  g e n e r a l  and th e  
N a t io n a l  A s s o c ia t io n  f o r  Campus A c t i v i t i e s  (NACA) in  
p a r t i c u l a r .  T h is  i n f o r m a t i o n  i s  o r g a n iz e d  by a n a t i o n a l  
o f f i c e  s t a f f  he d i r e c t s  and th e n  fo rw a rd e d  t o  b o th  a  Board  
o f  D i r e c t o r s  in v o lv e d  in  d i r e c t i n g  a l l  a c t i v i t i e s  o f  th e  
A s s o c ia t io n  as w e l l  as  o t h e r  key v o lu n t e e r s  and co m m ittees  
a t  many l a y e r s  o f  th e  o r g a n i z a t i o n .  T h u s , t h i s  r e s e a rc h  
exam ines  th e  t r a n s f o r m in g  l e a d e r s h ip  r e l a t i o n s h i p  when i t s  
c e n t r a l  c h a r a c t e r  i s  a  l e a d e r  who s e rv e s  i n  a  p o s i t i o n  
w i t h o u t  u l t i m a t e  c o r p o r a t e  a u t h o r i t y .
The second p u rp o s e  o f  t h i s  re s e a rc h  i s  t o  s tu d y  th e  
manner in  w hich  t h e  v i s i o n  s e r v e s  as t h e  d r i v i n g  f o r c e  in  
t h e  l e a d e r s h ip  r e l a t i o n s h i p  among le a d e r  and f o l l o w e r s .  
L e a d e rs h ip  i s  n o t  a  human a c t i o n  t h a t  b r in g s  o n ly  rew ard s  
and s u c c e s s e s .  L e a d e rs h ip  i s  a  d i f f i c u l t  and f r u s t r a t i n g
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r e l a t i o n s h i p ,  f i l l e d  w i t h  r e j e c t i o n s  and f a i l u r e s  as  w e l l  as  
a c c o la d e s  and a c h ie v e m e n ts .  What i s  i t ,  t h e n ,  t h a t  d r i v e s  
le a d e r s  t o  p la c e  t h e i r  id e a s  and b e l i e f s  up f o r  in s p e c t io n  
and p o s s ib le  r e j e c t i o n  by p o t e n t i a l  f o l l o w e r s ?  How i s  t h i s  
v i s i o n  com m unicated t o  p o t e n t i a l  f o l lo w e r s ?  Who fo rm s  th e  
v is io n ?  L e ad e rs ?  F o l lo w e r s ?  Or b o th  le a d e r s  and f o l l o w e r s  
in  an i n t e r a c t i v e  r e l a t i o n s h i p ?
I  b e l i e v e  i t  i s  t h e  c o m p e l l in g  v i s i o n  o f  an im proved  
c o n d i t io n  f o r  t h e  o r g a n i z a t i o n  and i t s  members t h a t  
m o t iv a t e s  i n d i v i d u a l s  t o  s t r i v e  t o  i n i t i a t e  l e a d e r s h ip  
r e l a t i o n s h i p s  and keep  them g o in g  d e s p i t e  s e t b a c k s  and 
p ro b le m s . T h is  v i s i o n  em erges fro m  t h e  v a lu e s  o f  l e a d e r s  
w i t h i n  t h e i r  p a r t i c u l a r  o r g a n i z a t i o n a l  c o n t e x t ,  and th e  
c o m p e l l in g  p i c t u r e  o f  t h i s  im proved c o n d i t i o n  p a in t e d  by 
le a d e r s  s t i m u l a t e s  f o l l o w e r s  t o  choose t o  move i n  a manner 
c o n s is t e n t  w i t h  t h e  v i s i o n  and th e  v a lu e s  i t  r e p r e s e n t s .
The t h i r d  p u rp o se  o f  t h i s  re s e a rc h  i s  t o  s tu d y  a 
t r a n s f o r m a t i o n a l  l e a d e r  who i s  n o t  by n a t u r e  c h a r i s m a t i c .
The p erson  s t u d ie d  h e r e  i s  n o t  a m a g n e t ic  i n d i v i d u a l  to w a rd  
whom s t r a n g e r s  im m e d ia te ly  g r a v i t a t e .  The i n f l u e n c e  and 
r e s p e c t  he p ossesses  a p p e a rs  t o  come fro m  o t h e r  r e s o u rc e s  
th a n  c h a r is m a .
The f i n a l  and p r im a r y  purpose o f  t h i s  r e s e a r c h  i s  t o  
s tu d y  l e a d e r s h ip .  I n  s t u d y in g  le a d e r s h ip  I  i d e n t i f i e d  t h e  
v is i o n  t h e  E x e c u t iv e  D i r e c t o r  and o t h e r s  had f o r  t h e  
A s s o c ia t io n ,  exam ined  t h e  manner in  w hich  t h e  v i s i o n  was
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fo rm ed  and com m unicated among l e a d e r s  and f o l l o w e r s ,  and 
o b s e rv e d  t h e  way in  w h ich  t h i s  v i s i o n  a f f e c t e d  members o f  
th e  o r g a n i z a t i o n .  I  hope t h a t  by s t u d y in g  t h e  manner in  
w hich  t h i s  t r a n s f o r m a t i o n a l  r e l a t i o n s h i p  d e v e lo p e d  and grew  
a b e t t e r  u n d e r s ta n d in g  o f  th e  c o n c e p t  o f  l e a d e r s h ip  w i l l  
e v o lv e .
R esearch  Q u e s t io n s
The r e s e a r c h  q u e s t io n s  t h a t  a r i s e  f ro m  t h i s  s ta te m e n t  
o f  p u rp o se  a r e  as f o l l o w s .
1 . How does t h e  t r a n s f o r m in g  l e a d e r s h ip  r e l a t i o n s h i p  
m a n i f e s t  i t s e l f  w i t h i n  an e x t r e m e ly  l o o s e l y  c o u p le d  
o r g a n i z a t io n ?
2 .  I n  w h a t manner does t r a n s f o r m in g  l e a d e r s h ip  a r i s e  
and e x i s t  when i n i t i a t e d  by a  l e a d e r  who does n o t  s e rv e  as 
th e  CEO o f  an o r g a n iz a t io n ?
3 .  How i s  t h e  t r a n s f o r m in g  l e a d e r s h ip  r e l a t i o n s h i p  
i n i t i a t e d  and m a in t a in e d  when t h e  l e a d e r  i s  n o t  by n a tu r e  
c h a r is m a t ic ?
A .  How i s  t h e  v i s i o n  fo rm ed  and t h e n  t r a n s l a t e d  and 
t r a n s f e r r e d  among le a d e r s  and f o l l o w e r s ?
5 .  Does t h e  v i s i o n  s e rv e  as t h e  d r i v i n g  f o r c e  in  th e  
l e a d e r s h ip  r e l a t i o n s h i p ?
D e f i n i t i o n  o f  Terms
The f o l l o w i n g  te rm s  a re  used th r o u g h o u t  t h i s  re s e a rc h
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and I  have used them in  l i g h t  o f  t h e  f o l l o w i n g  d e f i n i t i o n s .
C h ar ism a: "Any a u t h o r i t y  t h a t  d e r i v e s  i t s  l e g i t im a c y
n o t  fro m  r u l e s ,  p o s i t i o n s ,  o r  t r a d i t i o n s ,  b u t  f ro m  a  
d e v o t io n  t o  t h e  s p e c i f i c  and e x c e p t io n a l  s a n c t i t y ,  h e ro is m ,  
o r  e x e m p la ry  c h a r a c t e r  o f  an i n d i v i d u a l  p e rs o n ,  and o f  t h e  
n o rm a t iv e  p a t t e r n s  o r  o r d e r  r e v e a le d  o r  o r d a in e d  by h im ” 
( E i s e n s t a d t ,  1 9 6 8 , p .  4 6 ) .
C u l t u r e :  “The p a t t e r n  o f  b a s ic  assu m p tio n s  t h a t  a
g iv e n  group has in v e n t e d ,  d is c o v e r e d ,  o r  d e v e lo p e d  in  
l e a r n in g  t o  cope w i t h  i t s  p ro b le m s  o f  e x t e r n a l  a d a p t a t io n  
and i n t e r n a l  i n t e g r a t i o n ,  and t h a t  have worked w e l l  enough  
t o  be c o n s id e re d  v a l i d ,  and t h e r e f o r e ,  t o  be t a u g h t  t o  new 
members as t h e  c o r r e c t  way t o  p e r c e i v e ,  t h i n k ,  and f e e l  in  
r e l a t i o n  t o  th o s e  p ro b le m s"  ( S c h e in ,  1 9 8 4 ,  p . 3 ) .
L e a d e rs h ip :  "An i n f l u e n c e  r e l a t i o n s h i p  among le a d e r s
and f o l l o w e r s  who in t e n d  r e a l  changes t h a t  r e f l e c t  t h e i r  
m utua l p u rp o s e s ” ( R o s t ,  1 9 8 8 ,  p .  1 7 ) .
T r a n s f o r m a t io n a l  L e a d e r s h ip :  A r e l a t i o n s h i p  w i t h i n
w hich  p a r t i c i p a n t s  shape and i n f l u e n c e  each o t h e r  and t h e i r  
o r g a n i z a t io n  t o  c r e a t e  c h a n g e , g u id e d  by a  communal v i s i o n ,  
t h a t  i s  b e n e f i c i a l  b o th  e t h i c a l l y  and c o l l e c t i v e l y .
V i s i o n :  A m e n t a l ,  h o lo g r a p h ic  image o f  a d e s i r a b l e
f u t u r e  f o r  an o r g a n i z a t i o n  w h ich  i s  g rounded in  t h e  s h are d  
v a lu e s  and a s p i r a t i o n s  and r e f l e c t s  t h e  s h are d  p u rpose  o f  
a i l  members.
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D i s s e r t a t i o n  O r g a n iz a t io n  
The pu rp o se  o f  t h i s  d i s s e r t a t i o n  i s  t o  s tu d y  
t r a n s f o r m a t i o n a l  l e a d e r s h ip  as i t  f u n c t io n s  w i t h i n  a  
p a r t i c u l a r  o r g a n i z a t i o n  c o n t e x t .  C h a p te r  Two i s  a  r e v ie w  o f  
th e  l i t e r a t u r e  o f  t r a n s f o r m a t i o n a l  l e a d e r s h ip  and o t h e r  
s u b je c t s  p e r t i n e n t  t o  t h i s  r e s e a r c h  p r o j e c t .  A r e v ie w  o f  
t h e  q u a l i t a t i v e  r e s e a r c h  ap p ro ach  and i t s  p a r t i c u l a r  
a p p l i c a t i o n  in  t h i s  s tu d y  i s  c o n ta in e d  in  C h a p te r  T h r e e ,  
w h i le  C h a p te r  F o u r  p r e s e n t s  a d e s c r i p t i o n  o f  t h e  s p e c i f i c  
o r g a n i z a t i o n a l  c o n t e x t  i n  t h i s  i n v e s t i g a t i o n .  C h a p te r  F iv e  
p r e s e n ts  t h e  i n f o r m a t i o n  c o l l e c t e d  in  t h i s  s tu d y  fro m  
o b s e r v a t io n s ,  i n t e r v i e w s  w i t h  key p a r t i c i p a n t s ,  and o t h e r  
p ro c es s es  o f  d a t a  c o l l e c t i o n .  The d a ta  a r e  p r e s e n te d  
a c c o rd in g  t o  c a t e g o r i e s  shaped by t h e  o p in io n s  and  
in f o r m a t io n  w h ich  em erged th ro u g h  a  d ia lo g u e  w i t h  t h e  
p a r t i c i p a n t s .  C h a p te r  S ix  draw s c o n c lu s io n s  fro m  th e  
in f o r m a t io n  in  t h e  s tu d y  and p r e s e n ts  some p e rs o n a l  id e a s  
ab o u t l e a d e r s h ip .  T h is  l a s t  c h a p t e r  a ls o  re v ie w s  th e  
s t r e n g t h s  and w eaknesses  o f  t h e  s tu d y  and p r e s e n ts  some new 
avenues recommended f o r  f u t u r e  r e s e a r c h .
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CHAPTER I I  
REVIEW OF LITERATURE
T ra n s fo r m in g  L e a d e rs h ip  
The te rm  t r a n s f o r m in g  l e a d e r s h ip  was in t r o d u c e d  by 
James M acGregor Burns ( 1 9 7 8 ) .  Burns e x p re s s e d  t h e  v ie w  t h a t  
l e a d e r s h ip  was n e i t h e r  c o n t in g e n t  on t h e  a b i l i t y  o f  a l e a d e r  
t o  s e l e c t  t h e  a p p r o p r i a t e  b e h a v io r  f o r  a  p a r t i c u l a r  
s i t u a t i o n  n o r  i d e n t i f i e d  by t h e  p o s i t io n s  o f  power o r  
a u t h o r i t y  an i n d i v i d u a l  in  an o r g a n i z a t io n  may p o s s e s s .  
L e a d e rs h ip  t o  Burns i s  " l e a d e r s  in d u c in g  f o l l o w e r s  t o  a c t  
f o r  c e r t a i n  g o a ls  t h a t  r e p r e s e n t  th e  v a lu e s  and t h e  
m o t iv a t io n s — t h e  w an ts  and n eed s , th e  a s p i r a t i o n s  and  
e x p e c t a t io n s — o f  b o th  l e a d e r s  and f o l l o w e r s "  ( p .  1 9 ) .  
L e a d e rs ,  a c c o r d in g  t o  B u rn s , d e v e lo p  t h e  l e a d e r s h ip  
r e l a t i o n s h i p  w i t h  f o l l o w e r s  in  an e n v iro n m e n t  o f  c o m p e t i t io n  
w ith  o t h e r  p o t e n t i a l  l e a d e r s .
Burns i d e n t i f i e d  two fo rm s  o f  l e a d e r s h ip ,  
t r a n s a c t i o n a l  and t r a n s f o r m i n g .  W h i le  a  number o f  a u th o r s  
have c o n t in u e d  t o  r e c o g n iz e  b o th  form s (B a s s ,  1 985 ; K u h n e r t  
& L e w is ,  1987 ; S in g e r ,  1985 ; T ic h y  & D evanna, 1 98 6 ;  T ic h y  & 
U l r i c h ,  1 9 8 4 ) ,  th e  o v e rw h e lm in g  fo c u s  has been away fro m  
t r a n s a c t i o n a l  l e a d e r s h ip  and i t s  v iew  o f  a somewhat
11
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e n l ig h t e n e d  m an ag er .  The s p o t l i g h t  has moved t o  
t r a n s f o r m in g  l e a d e r s h ip  w h ic h ,  Burns s t a t e d ,  “o c c u rs  when 
one perso n  t a k e s  t h e  i n i t i a t i v e  in  m aking c o n t a c t  w i t h  
o t h e r s  in  such a  way t h a t  le a d e r s  and f o l l o w e r s  r a i s e  one  
a n o th e r  t o  h i g h e r  l e v e l s  o f  m o t iv a t io n  and m o r a l i t y "
( p .  2 0 ) .
Burns p r e s e n te d  t r a n s f o r m a t i o n a l  l e a d e r s h ip  as  h a v in g  
f i v e  e s s e n t i a l  i n g r e d i e n t s .  F i r s t ,  l e a d e r s h ip  i s  
c o l l e c t i v e  and m ust be v ie w e d  as o c c u r r in g  in  r e l a t i o n s h i p s  
betw een p e o p le .  N e x t ,  l e a d e r s h ip  i s  d is s e n s u a l  and must 
e x i s t ,  and in  f a c t  t h r i v e s ,  in  c o n d i t io n s  o f  c o n f l i c t  and  
c o m p e t i t io n  f o r  f o l l o w e r s .  A t h i r d  f a c t o r  i n  l e a d e r s h ip  i s  
t h a t  t h e  r e s u l t  o f  t h e  r e l a t i o n s h i p  i s  a  change i n  th e  
m o t iv e s  and needs  o f  l e a d e r s  and f o l l o w e r s  w hich  has a 
c a u s a t iv e  e f f e c t  on o r g a n i z a t io n s  and g ro u p s .  L e a d e r s h ip  i s  
a ls o  v iew ed  as  m o r a l l y  p u r p o s e f u l ,  d r i v e n  by th e  v a lu e s  and 
v i s i o n  o f  t h e  l e a d e r  shaped in  c o n c e r t  w i t h  f o l l o w e r s .  The  
f i n a l  component o f  l e a d e r s h ip  a c c o rd in g  t o  Burns i s  t h a t  i t  
i s  e l e v a t i n g ,  r a i s i n g  th e  l e v e l  o f  m o r a l i t y  o f  f o l l o w e r s  and 
l e a d e r s .
T h is  d e s c r i p t i o n  o f  t h e  t r a n s fo r m in g  le a d e r  m i r r o r s  th e  
work done f o r t y  y e a r s  e a r l i e r  by B arn ard  ( 1 9 3 8 )  c o n c e rn in g  
e x e c u t iv e s  and t h e i r  f u n c t i o n s .  B a rn a rd  v iew ed  t h e  c r e a t i v e  
f u n c t i o n  as  t h e  p r im a r y  i n g r e d i e n t  o f  l e a d e r s h ip  w h i l e  a ls o  
r e c o g n iz in g  a  m ora l component i n  th e  le a d e r s h ip  
r e l a t i o n s h i p .
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
13
E x e c u t iv e  r e s p o n s i b i l i t y ,  t h e n ,  i s  t h a t  c a p a c i t y  o f  
l e a d e r s  by w h ic h ,  r e f l e c t i n g  a t t i t u d e s ,  i d e a l s ,  hopes,  
d e r iv e d  l a r g e l y  f ro m  w i t h o u t  th e m s e lv e s ,  th e y  a r e  
c o m p e lle d  t o  b in d  t h e  w i l l s  o f  men t o  t h e  
a c c o m p lis h m e n t o f  purposes  beyond t h e i r  im m e d ia te  ends,  
beyond t h e i r  t im e s ,  ( p .  2 8 3 )
T h is  m ora l a s p e c t  o f  l e a d e r s h ip  has become i n c r e a s i n g l y  
a c c e p te d  as a c r i t i c a l  component o f  l e a d e r s h i p .  An exam ple  
o f  t h i s  came in  Jesse  J a c k s o n ’ s speech b e f o r e  t h e  1988  
D e m o c ra t ic  N a t io n a l  C o n v e n t io n ,  w here  he s t a t e d  " le a d e r s h ip  
must m eet th e  m o ra l c h a l le n g e  o f  t h e  day" (J a c k s o n ,  1 9 8 8 ) .
Z a l e z n i k  ( 1 9 8 3 )  a ls o  made th e  d i s t i n c t i o n  between  
t r a n s f o r m in g  and t r a n s a c t i o n a l  l e a d e r s  b u t  he used d i f f e r e n t  
te rm s .  T r a n s fo r m in g  le a d e r s  a r e  r e f e r r e d  t o  as  c h a r is m a t ic  
and in n e r  d i r e c t e d  w h i l e  t r a n s a c t i o n a l  l e a d e r s  a r e  la b e le d  
consensus l e a d e r s  and group d i r e c t e d .  T h is  d i s t i n c t i o n  is  
s i m i l a r  t o  th e  work o f  Enochs ( 1 9 8 1 )  w h ich  was c r i t i c a l  o f  
th e  fo c u s  on consensus by A m erican e d u c a to r s  because  " th e  
managers among us have fo c u s ed  on p l a c a t i n g  t h e  's e p a r a t e  
i n t e r e s t s ’ r a t h e r  th a n  a t t e m p t in g  t o  u n i t e  p e o p le  in  p u r s u i t  
o f  h ig h e r  g o a ls "  ( p .  1 7 7 ) .
A c o n c e p t  o f  l e a d e r s h ip  s i m i l a r  t o  B u rn s ’ i s  p re s e n te d  
by Bass ( 1 9 8 5 ) .  B ass, th o u g h , d e f in e d  t h e  t r a n s f o r m in g  
l e a d e r  "as  one who m o t iv a t e s  us t o  do more th a n  we 
o r i g i n a l l y  e x p e c te d  t o  do" ( p .  2 0 ) .  The le a d e r s h ip  
r e l a t i o n s h i p  a ls o  f o s t e r s  in  f o l l o w e r s  a  d i s i n h i b i t i o n  o f
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c u r r e n t  b e l i e f  and b e h a v io r s  and th u s  s t i m u l a t e s  movement t o  
new p la t e a u s  o f  u n d e r s t a n d in g .  T h is  v ie w  i s  s i m i l a r  t o  
L in d b o lm ’ s ( 1 9 6 8 )  fo c u s  on t h e  need f o r  t h e  le a d e r  t o  expand  
t h e  p r e f e r e n c e s  o f  f o l l o w e r s  t o  a l l o w  ch an g e . B a c s ’ p r im a r y  
d e p a r t u r e  f ro m  t h a t  o f  Burns i s  h i s  b e l i e f  t h a t  l e a d e r s h ip  
need n o t  be m o r a l l y  e l e v a t i n g ,  and i n  f a c t  he a l lo w s  f o r  t h e  
t r a n s f o r m in g  l e a d e r  t o  be im m o ra l ,  ( p .  2 0 ) .
A number o f  a u th o r s  have  moved t h e  c o n c e p t  o f  
t r a n s f o r m in g  l e a d e r s h ip  f ro m  t h e  t h e o r e t i c a l  and p o l i t i c a l  
i n t o  th e  b u s in e s s  a r e n a  (B e n n is ,  1 9 8 4 a ,  1 9 8 4 b , 1 984c , 1989 ;  
B e n n is  & Nanus, 1985 ; Kouzes & P o s n e r ,  1 98 7 ; L e v in s o n  & 
R o s e n th a l ,  19 8 4 ; M a in ,  1 987 ; P e t e r s ,  1987; P r e n t i c e ,  1982 ;  
P r i c e ,  1 985 ; O ’ T o o le ,  1 985 ; T ic h y  & Devanna , 1 98 6 a , 1986b;  
T ic h y  & U l r i c h ,  1 9 8 4 ) .  Each o f  th e s e  a u th o r s  i d e n t i f i e d  
s u c c e s s fu l  b u s in e s s  e x e c u t iv e s  who o p e r a t e d  in  a  c o l l e c t i v e  
and em powering m anner, f ro m  a  v i s i o n  o f  an im proved  
o r g a n i z a t i o n  and s o c i e t y ,  and w i t h  th e  a c c e p ta n c e  o f  th e  
m oral and s o c i e t a l  o b l i g a t i o n s  o f  t h e i r  a c t i o n s .  O th e r  
a u th o r s  have fo c u s e d  on d e s c r i b i n g  s u c c e s s fu l  b u s in e s s  
o r g a n i z a t io n s  w h i l e  i n c lu d i n g  s e c t io n s  on t h e  need f o r  
t r a n s f o r m in g  le a d e r s  (D e a l  & Kennedy, 198 2 ; Hickman & S i l v a ,  
1984; K a n t e r ,  1 983 ; K o t t e r ,  1 988 ; Nanus, 1989 ; P e t e r s ,  1987;  
P e t e r s  & A u s t in ,  1 9 85 ; P e t e r s  & W aterm an, 198 2 ; P o t t s  S>
B e h r ,  1987 ; W aterm an, 1 9 3 7 ) .
An im p o r t a n t  r e c e n t  a d d i t i o n  t o  t h e  u n d e r s ta n d in g  o f  
l e a d e r s h ip  i s  t h e  fo c u s  on t h e  c r i t i c a l  n a t u r e  o f  th e
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r e l a t i o n s h i p .  T h is  c r i t i c a l  com ponent i s  n e c e s s a ry  t o  th e  
f o r m a t io n  o f  a  bond be tw een  le a d e r s  and f o l l o w e r s ,  a  bond 
t h a t  em erges  fro m  an e v a l u a t i o n  o f  t h e  p a s t  and p r e s e n t  and 
" a t te m p ts  a t  t h e  e n a b le m e n t  o f  a  v i s i o n  based on an  
i n t e r p r e t a t i o n  o f  t h e  p a s t ” ( F o s t e r ,  1 9 8 5 ,  1 9 8 8 ) .  T h a t  t h i s  
c r i t i c a l  component i s  e s s e n t i a l  i s  s t a t e d  by Grob ( 1 9 8 4 ) ,  
f o r  “when no lo n g e r  n o u r is h e d  by a  w e l l s p r i n g  o f  c r i t i c a l  
p ro c e s s  a t  i s  c e n t e r ,  l e a d e r s h ip  ' d r i e s  u p ’ and becomes, 
f i n a l l y ,  t h e  mere w i e l d i n g  o f  power in  b e h a l f  o f  s t a t i c  
i d e a l s "  ( p .  2 7 0 ) .
C h arism a
The f i r s t  use o f  t h e  te rm  c h a r is m a  i s  a t t r i b u t e d  t o  th e  
e a r l y  G re e k s .  They used t h e  te rm  t o  mean a d i v i n e  g i f t  o r  
pow er. The common use o f  th e  te rm  to d a y  i s  as an a t t r i b u t e  
f o r  a p e rs o n  who i s  a b le  t o  w in  t h e  d e v o t io n  o f  a  l a r g e  
number o f  f o l l o w e r s  th ro u g h  p e rs o n a l  m agnetism  and t h e  
conveyan ce  o f  an i n s p i r i n g  m essage.
T h is  common u n d e r s ta n d in g  i s  b e in g  c h a l le n g e d  by 
a u th o r s  to d a y  as th e y  weave t o g e t h e r  t h e  c o n c e p ts  o f  
c h a r is m a  and l e a d e r s h ip .  Bass ( 1 9 8 5 )  s t a t e d  t h a t  c h ar is m a  
has become "an o verw o rked  c l i c h e  f o r  s t r o n g ,  a t t r a c t i v e ,  and 
i n s p i r i n g  p e r s o n a l i t y "  ( p .  3 5 ) ,  w h i l e  Conger and Kanungo 
( 1 9 8 8 )  o p in e d  " t h a t  most o f  us c a r r y  in  o u r  heads a  n a iv e  
th e o r y  o f  w h a t c h a r is m a  r e a l l y  i s "  ( p .  7 8 ) .
The f i r s t  a t te m p t  a t  s tu d y in g  and d e v e lo p in g  th e
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c o n c e p t  o f  c h a r is m a  was by s o c i o l o g i s t  Max W eber. Weber 
in c lu d e d  t h e  s tu d y  o f  c h a r is m a  i n  h is  r e s e a r c h  i n t o  th e  
q u e s t io n ,  “By w h a t r i g h t  do i n d i v i d u a l s  in  s o c ia l  system s  
c la im  t o  e x e r c is e  command o v e r  o th e r s ? "  ( W i l i n e r ,  1 9 8 6 ,  p .  
2 4 5 ) .  T h is  s tu d y  le d  Weber t o  d e v e lo p  and p r e s e n t  t h r e e  
i d e a l  ty p e s  o f  a u t h o r i t y :  l e g a l / r a t i o n a l ,  t r a d i t i o n a l ,  and  
c h a r is m a t ic .
Weber ( 1 9 8 6 )  b e l ie v e d  t h a t  c h a r is m a  had d i v i n e  o r  
e x e m p la ry  o r i g i n s  and t h a t  th e  te rm  c h a r is m a  “w i l l  b e '  
a p p l ie d  t o  a  c e r t a i n  q u a l i t y  o f  an i n d i v i d u a l  p e r s o n a l i t y  by 
v i r t u e  o f  w h ich  he i s  s e t  a p a r t  f ro m  o r d i n a r y  men and 
t r e a t e d  as endowed w i t h  s u p e r n a t u r a l , superhuman, o r  a t  
l e a s t  s p e c i f i c a l l y  e x c e p t io n a l  powers o r  q u a l i t i e s "  ( p .
2 3 4 ) .  He d e s c r ib e d  t h e  c h a r i s m a t ic  r e l a t i o n s h i p  w i t h  
members o f  a  group  as  more l i k e  a p r o p h e t / d i s c i p l e  th a n  a 
l e a d e r / f o l l o w e r ,  f o r  t h e  bond w i t h i n  t h e  group ” i s  based on 
an e m o tio n a l  fo rm  o f  communal r e l a t i o n s h i p "  ( p .  2 4 1 ) .
W eber’ s c o n c e p t  was t h a t  c h a r is m a  d e s c r ib e d  "any a u t h o r i t y  
t h a t  d e r iv e s  i t s  l e g i t i m a c y  n o t  fro m  r u l e s ,  p o s i t i o n s ,  o r  
t r a d i t i o n s ,  b u t  fro m  a d e v o t io n  t o  th e  s p e c i f i c  and 
e x c e p t io n a l  s a n c t i t y ,  h e ro is m ,  o r  e x e m p la ry  c h a r a c t e r  o f  an 
i n d i v i d u a l  p e rs o n ,  and o f  t h e  n o rm a t iv e  p a t t e r n s  o r  o r d e r  
r e v e a le d  o r  o r d a in e d  by h im ” (C o n g er & Kanungo, 1987 , p.  
6 3 8 ) .
R e c e n t ly ,  a u th o r s  have  begun t o  r e -e x a m in e  Weber, 
b u i l d i n g  on w hat th e y  b e l i e v e  a r e  in c o m p le te  p a r t s  o f  h is
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t h e o r y .  Conger and Kanungo ( 1 9 8 7 )  s t a t e d  t h a t  W e b er’ s 
r e s e a r c h  was n o t  s p e c i f i c  a b o u t  t h e  q u a l i t i e s  o f  a 
c h a r is m a t ic  l e a d e r  o t h e r  th a n  r e f e r r i n g  t o  "m a g ica l  
a b i l i t i e s ,  r e v e l a t i o n s  o f  h e ro is m ,  power o f  t h e  mind and 
speech" (p .  6 3 8 ) .  H o l l a n d e r  ( 1 9 8 7 )  has exam ined th e  
em ergence o f  c h a r is m a t ic  i n d i v i d u a l s  in  o r g a n i z a t io n s  and 
fo u n d  t h a t  " c h a r is m a t ic  l e a d e r s  a r e  most l i k e l y  t o  emerge  
when t h e r e  i s  a c r i s i s  and g r e a t  e n th u s ia s m  t o  have  
so m eth in g  done a b o u t  i t ” ( p .  5 1 8 ) .  F i n a l l y ,  Conger (1 9 8 8 a )  
has s t u d ie d  th e  n a t u r e  o f  c h a r is m a  in  r e l a t i o n  t o  W eb e r ’ s 
w ork and s t a t e d :
W eber’ s a m b ig u i t y  c o n c e r n in g  t h e  p r e c is e  lo c u s  o f  
c h a r is m a t ic  l e a d e r s h ip  opened t h e  d o o r  t o  d e b a t e .  The  
q u e s t io n  rem ain ed  w h e th e r  c h a r is m a  had i t s  r o o t s  in  th e  
l e a d e r ’ s e x t r a o r d i n a r y  q u a l i t i e s ,  in  a c o n t e x t  o f  
t u r m o i l ,  in  h is  f o l l o w e r ’ s p e r c e p t io n s  and n eed s , o r  in  
a c o m b in a t io n  o f  th e s e  f a c t o r s  ( p .  1 1 ) .
A re v ie w  o f  th e  r e c e n t  w ork  on c h a r is m a  and c h a r is m a t ic  
l e a d e r s h ip  shows l i t t l e  a g re e m e n t  on t h e  n a tu r e  o f  th e s e  
c o n s t r u c t s ,  f o r  as Conger and Kanungo (1 9 8 8 c )  s t a t e d ,  "even  
among r e s e a r c h e r s ,  c o n fu s io n  s u rro u n d s  t h e  c o n c e p t . . . .  Some 
d e s c r ib e  i t  as a  s e t  o f  b e h a v i o r s . . . .  O th e rs  c o n s id e r  i t  a  
c l u s t e r  o f  t r a i t s ,  and s t i l l  t o  o t h e r s  i t  i s  a  d i v i n e  g i f t  
o r  e x t r a o r d i n a r y  a b i l i t y  o f  an  u n s p e c i f i e d  n a tu r e "  ( p .  7 ) .  
Z a l e z n i k  (1 9 8 4 )  v iew ed  c h a r is m a  as "any c o m b in a t io n  o f  
unusua l q u a l i t i e s  in  an i n d i v i d u a l  w h ich  a re  a t t r a c t i v e  t o
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o t h e r s  and r e s u l t  in  s p e c i a l  a t ta c h m e n t s ,  i f  n o t  d e v o t io n ,  
t o  h is  l e a d e r s h i p ” ( p .  2 5 6 ) .  C onger and Kanungo (1 9 8 8 a )  
v ie w e d  c h a r is m a  as an a t t r i b u t i o n  w h ich  i s  based on t h e  
f o l l o w e r ’ s p e r c e p t io n s  o f  t h e  b e h a v io r s  o f  a  l e a d e r .
S a s h k in  and F u lm e r  ( 1 9 8 8 )  and R ig g io  ( 1 9 8 7 )  saw i t  as  th e  
b e h a v io r s  o f  a  l e a d e r  w h i l e  R i l e y  ( 1 9 8 8 )  v iew ed  i t  as  
r e s i d i n g  i n  t h e  s o u l o f  t h e  i n d i v i d u a l  c h a r is m a t ic  p e rs o n .  
House and B a e tz  ( 1 9 7 9 )  b e l i e v e d  t h a t  c h a r is m a t ic  l e a d e r s  "by 
th e  f o r c e  o f  t h e i r  p e rs o n a l  a b i l i t i e s  a r e  c a p a b le  o f  h a v in g  
p ro fo u n d  and e x t r a o r d i n a r y  e f f e c t s  on f o l l o w e r s "  ( p .  3 9 9 ) .  
W i l l n e r  ( 1 9 8 4 ,  1 9 8 6 )  v ie w e d  c h a r is m a  as b o th  p e r c e p tu a l  and 
r e l a t i o n a l ,  f o r  " i t  i s  n o t  w h a t th e  le a d e r  i s  b u t  w hat  
p e o p le  see  th e  le a d e r  as t h a t  c o u n ts  in  g e n e r a t in g  t h e  
c h a r is m a t ic  r e l a t i o n s h i p "  ( 1 9 8 6 ,  pp . 1 4 - 1 5 ) .
These c o n c e p ts  o f  c h a r is m a  have r e c e n t l y  began t o  be 
t i e d  t o  le a d e r s h ip  t h e o r y  i n  many d i f f e r e n t  ways. Some v ie w  
ch a r is m a  as b u t  one a s p e c t  o r  component o f  l e a d e r s h ip  
( A v o l io  & B ass, 1988 ; B ass, 1 98 5 , 1 9 8 8 ) .  Conger & Kanungo
(1 9 8 7 )  v ie w  c h a r i s m a t ic  l e a d e r s h ip  as b u t  a n o th e r  l e a d e r s h ip  
d im e n s io n ,  a lo n g  w i t h  t h e  t a s k ,  s o c i a l ,  and p a r t i c i p a t i v e  
d im e n s io n s .  Z a l e z n i k  ( 1 9 8 3 a )  and Z a l e z n i k  & K ets  de V r ie s
( 1 9 8 5 )  see c h a r is m a  as t h a t  t * * a i t  o r  b e h a v io r  which  moves 
managers t o  become t r u e  l e a d e r s  in  t h e i r  o r g a n i z a t i o n .
R e s e a rc h e rs  a ls o  d is a g r e e d  on how th e  c h a r is m a t ic  
r e l a t i o n s h i p  i s  i n i t i a t e d  o r  d e v e lo p e d ,  and how i t  f u n c t io n s  
w i t h i n  an o r g a n i z a t i o n  o r  g ro u p .  B e r le w  ( 1 9 7 9 ) ,  Conger
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(1 9 8 8 a ,  1 9 8 9 )  and Boal and B yerson  ( 1 9 8 8 )  b e l ie v e d  t h e  
de ve lo p m en t o f  a  c o m p e l l in g  v i s i o n  i s  th e  key  i n  t h e  
c h a r is m a t ic  r e l a t i o n s h i p .  C onger and Kanungo ( 1 9 8 7 ,  1 9 8 8 a )  
w en t • • u r th e r  and s t a t e d  t h a t  t h e  more i d e a l i z e d  and u t o p ia n  
t h e  c h a r is m a t ic  v i s i o n ,  t h e  more p o w e r fu l  i t  i s  as a f o r c e  
i n  m o t iv a t in g  f o l l o w e r s .  Bass ( 1 9 8 5 )  and K a tz  & Kahn ( 1 9 7 8 )  
b e l ie v e d  t h a t  d is t a n c e  betw een l e a d e r s  and f o l l o w e r s  h e lp e d  
t o  enhance t h e  p e r c e p t io n  o f  c h a r is m a .  W h i le  House ( 1 9 7 7 )  
d e s c r ib e d  f o l l o w e r s  as  r o b o t - l i k e ,  b l i n d l y  f o l l o w i n g  t h e  
e d i c t s  o f  a c h a r i s m a t ic  l e a d e r ,  Graham (1 9 8 8 )  saw f o l l o w e r s  
d e m o n s t ra t in g  f r e e  c h o ic e  b e h a v io r s  in  a  r e l a t i o n s h i p  
s i m i l a r  t o  t r a n s f o r m a t i o n a l  l e a d e r s h ip .  L ik e w is e ,  Conger  
(1 9 8 8 b )  and R ig g io  ( 1 9 8 7 )  v ie w e d  t h e  c h a r is m a t ic  
r e l a t i o n s h i p  as  a  two way i n t e r p l a y ,  between th e  needs and 
v a lu e s  o f  f o l l o w e r s  and th e  v i s i o n  and b e h a v io r s  o f  th e  
l e a d e r .  F i n a l l y ,  c h a r i s m a t ic  l e a d e r s  o n ly  a c t  in  t h e  re a lm  
o f  r a d ic a l  change (C o n g e r  & Kanungo, 1 9 8 7 ) ,  b u t  w h i l e  Bass
(1 9 8 5 )  b e l ie v e d  t h a t  g ro u p s  in  s t r e s s  o r  t r a n s i t i o n  w ere  
more l i k e l y  t o  em brace c h a r i s m a t ic  l e a d e r s h ip ,  W i l i n e r  
( 1 9 8 4 )  s t a t e d  t h a t  a c r i s i s  need n o t  be p r e s e n t  f o r  i t  t o  
o p e r a t e .
Of p a r t i c u l a r  i n t e r e s t  i s  t h e  work done on s tu d y in g  
w hat many have d e s c r ib e d  as th e  d a r k  s id e  o f  c h a r i s m a t ic  
l e a d e r s h ip .  Weber p r e s e n te d  t h e  c o n c e p t o f  c h a r is m a  i n  a 
v a lu e  n e u t r a l  m anner, f o r  he b e l i e v e d  t h a t  " t o  be a 
c h a r is m a t ic  l e a d e r  was n o t  n e c e s s a r i l y  t o  be an a d m ir a b le
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i n d i v i d u a l "  ( T u c k e r ,  1 968 , p .  7 3 5 ) .  Conger ( 1 9 8 9 )  and  
Z a l e z n i k  and K e ts  de V r i e s  ( 1 9 7 5 )  d is c u s s e d  t h e  n e g a t iv e  
outcom es w h ich  h ave  been p ro d u ced  as a r e s u l t  o f  c h a r i s m a t ic  
l e a d e r s h ip ,  w h i l e  C onger and Kanungo (1 9 8 8 c )  o b s e rv e d  how 
i t s  powers o f  p e r s u a s io n  c o u ld  be used in  m a n ip u la t i v e  and  
to w a rd  s e l f - s e e k i n g  ou tcom es. W i l i n e r  ( 1 9 8 4 )  s t a t e d  t h a t  
f o l l o w e r s  b e l i e v e  s ta te m e n ts  made by c h a r i s m a t ic  le a d e r s  
w i t h o u t  q u e s t io n  and g iv e  im m ed ia te  c o m p lia n c e  t o  t h e i r  
l e a d e r ’ s w is h e s .  K e ts  de V r i e s  (1 9 8 8 )  d is c u s s e d  how 
c h a r is m a  can be n e g a t i v e  by b u i l d i n g  a dependency and 
d i s t o r t i n g  r e a l i t y  in  f o l l o w e r s ,  f o r  as Hanz and Sims (1 9 8 9 )  
o b s e rv e d ,  " i n  t h e  lo n g  ru n ,  o v e re m p h a s iz in g  t h e  c h a r is m a t ic  
l e a d e r  can f o s t e r  a dependence t h a t  can a c u t a l l y  weaken th e  
system " ( p .  2 2 6 ) .
B ut t h e  key  is s u e  i s  w h e th e r  c h a r is m a  i s  a p a r t ,  o r  th e  
w hole  o f  l e a d e r s h i p .  F o r  some, c h a r is m a  was v ie w e d  as  a 
s i g n i f i c a n t  p a r t  o f  t r a n s f o r m a t i o n a l  l e a d e r s h ip  ( A v o l i o  & 
Bass, 1988 ; B ass, 1985 ; S a s h k in  & F u lm e r ,  1 9 8 8 ) .  H u n t ,  
B a l ig a ,  D a c h le r ,  and S c h r ie s h e im  (1 9 8 8 )  v ie w e d  c h a r i s m a t ic  
and t r a n s f o r m a t i o n a l  l e a d e r s h ip  as "c o u s in s "  ( p .  5 ) ,  w h i le  
A v o l io  and G ibbons ( 1 9 8 8 )  and B a l ig a  and H unt ( 1 9 8 8 )  saw 
c h a r is m a t ic  l e a d e r s h ip  as a  s u b s e t  o f  l e a d e r s h ip  s in c e  a l l  
t r a n s f o r m a t i o n a l  le a d e r s  a r e  c h a r is m a t ic  t o  some d e g r e e .  
F i n a l l y ,  t h r o u g h o u t  h i s  w o rk ,  Conger and Conger and Kanungo 
o f t e n  a p p e a r  t o  use t h e  te rm s  c h a r is m a t ic  l e a d e r s h ip  and 
t r a n s f o r m a t i o n a l  l e a d e r s h ip  in t e r c h a n g e a b ly ,  w r i t i n g  t h a t
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t h e  d i s t i n c t i o n  betw een  t h e  p u re  fo rm s o f  c h a r is m a t ic  and 
t r a n s f o r m a t i o n a l  l e a d e r s h ip  a r e  " p r i m a r i l y  a  m a t t e r  o f  
o p in io n  a t  t h i s  t im e "  (C o nger & Kanungo, 1988b , p .  3 2 7 ) .
I f  t h e  d i s t i n c t i o n  i s  in d e e d  a  m a t t e r  o f  o p i n i o n ,  mine  
i s  t h a t  c h a r is m a t ic  and t r a n s f o r m a t i o n a l  l e a d e r s h ip  a r e  n o t  
one and th e  same. W h i le  Bass ( 1 9 8 5 )  d is c o v e r e d  f o l l o w e r s  
o f t e n  s t a t e d  t r a n s f o r m a t i o n a l  le a d e r s  w ere  c h a r i s m a t ic ,  I  
a g re e  w i t h  H u n t ,  B a l i g a ,  D a c h le r ,  and S c h r ie s h e im  ( 1 9 8 8 )  
t h a t  s u p e r io r  outcom es o f t e n  le a d  f o l l o w e r s  t o  a t t r i b u t e  
c h a r is m a t ic  b e h a v io r s  t o  a l e a d e r  a f t e r  t h e  f a c t .  I  b e l i e v e  
t h a t  in  a c h a r i s m a t ic  r e l a t i o n s h i p ,  f o l l o w e r s  a r e  b l i n d ,  
u n t h in k in g ,  and i n a c t i v e ,  l i n k e d  on an e m o t io n a l  l e v e l  w i t h  
t h e  c h a r i s m a t ic .  Such a r e l a t i o n s h i p  "based on c h a r is m a  can  
c r e a t e  a system  t h a t  may n o t  be a b le  t o  f u n c t i o n  in  t h e  
absence o f  t h e  le a d e r  -  one t h a t  c o l la s p e s  l i k e  a  house o f  
c a rd s  when t h e  le a d e r  moves on" (Manz and S im s, 1 9 8 9 , p .  
2 2 6 ) .  F o l lo w e r s  buy i n t o  th e  c h a r i s m a t i c ’ s v i s i o n  in  th e  
o f t e n  f a l s e  hope t h a t  i t  m eets  t h e i r  needs , f o r  t h i s  v i s i o n  
u s u a l l y  r e q u i r e s  c o n t in u e d  r a d i c a l  change to w a rd  some 
d i s t a n t  s e l f - s e r v i n g  e n r ic h m e n t .  The c h a r is m a t ic  
r e l a t i o n s h i p  d o e s n ’ t  d e v e lo p  f o l l o w e r s  t o  become le a d e r s  b u t  
lo c k s  them i n t o  s e r v i t u d e  i n  a  s t a t i c  p o s i t i o n ,  f o r  w i t h o u t  
c o n t in u e d  d e v o t io n ,  " th e  l e a d e r ’ s c h a r is m a  may have l i t t l e  
a p p e a l"  ( H o l l a n d e r ,  1 98 7 , p .  5 1 9 ) .  C h a r is m a t ic  l e a d e r s h ip  
f o s t e r s  dependence w h i l e  l e a d e r s h ip ,  a c c o rd in g  t o  Kegan and 
Lahey ( 1 9 8 4 ) ,  f a c i l i t e s  t h e  d eve lopm ent o f  f o l l o w e r s .
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
22
F i n a l l y ,  t h e  c h a r i s m a t ic  r e l a t i o n s h i p  i s n ’ t  fo c u s e d  to w a rd  
any common good, e i t h e r  f o r  t h e  group o r  f o r  hum ankind , and 
o f t e n  i t s  outcom es have  a  d a r k s id e  r e s u l t i n g  f ro m  t h e  b l i n d  
and u n q u e s t io n in g  o b e d ie n c e  o f  f o l l o w e r s .
I  b e l i e v e  t h a t  c h a r is m a  i s  a  fo rm  o f  a u t h o r i t y ,  as  
Weber s t a t e d ,  and n o t  a  fo rm  o f  l e a d e r s h ip .  I  b e l i e v e  much 
o f  t h e  c u r r e n t  w ork on c h a r is m a  has l o s t  s i g h t  o f  th e  
d i f f e r e n c e s  anomg p o w er,  a u t h o r i t y ,  and l e a d e r s h ip .
Charism a as a  te rm  and c o n c e p t  i s  c o n t i n u a l l y  used by p e o p le  
who o f t e n  a t t r i b u t e  c h a r i s m a t ic  b e h a v io r  t o  t r a n s f o r m a t i o n a l  
l e a d e r s ,  and as  such i t  w a r r a n t s  s tu d y  by le a d e r s h ip  
r e s e a r c h e r s  ( B u t t e r f i e l d ,  1 9 8 8 ) .  B ut th e  c o n s t r u c t i v e  
d i r e c t i o n  f o r  t h i s  s tu d y  o f  c h a r is m a  in  r e l a t i o n  t o  
l e a d e r s h ip  i s  t o  work t o  b e t t e r  u n d e rs ta n d  w h a t some r e c e n t  
r e s e a r c h e r s  c y n c i a l l y  c a l l e d  t h e  n a iv e  c o n c e p t  o f  c h a r is m a  
as a p e rs o n a l  m agnetism  o r  a p p e a l  w hich  e m o t i o n a l l y  draws  
f o l l o w e r s  to w a rd  a  c h a r i s m a t ic  i n d i v i d u a l .
Gene r a t i  v i  t v
The g e n e r a t i v e  a s p e c t  o f  t r a n s f o r m in g  l e a d e r s h ip  has  
been re s e a rc h e d  b o th  i n  te rm s  o f  empowering f u t u r e  le a d e r s  
and in  te rm s  o f  a g e n e r a l  c o n c e rn  f o r  a f u t u r e  w o r ld  w i t h  a 
h ig h e r  l e v e l  o f  m o r a l i t y .  R o s t  (1 9 8 5 )  v ie w ed  b o th  o f  th e s e  
g e n e r a t i v e  e le m e n ts  as c r u c i a l  t o  th e  m o t iv a t io n s  and 
a c t io n s  o f  t h e  t r a n s f o r m in g  l e a d e r .
S e v e ra l  o t h e r  a u th o r s  have fo c u s ed  on t h e  g e n e r a t i v e
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c o n c e rn s  l e a d e r s  have i n  d e v e lo p in g  f u t u r e  l e a d e r s .  P e t e r s  
and A u s t in  ( 1 9 8 5 )  r e v ie w e d  t h e  r o l e  o f  t h e  t r a n s f o r m in g  
l e a d e r  as a coach and m e n to r  t o  f u t u r e  le a d e r s .  B e n n is  and 
Nanus ( 1 9 8 5 )  s t a t e d  t h a t  l e a d e r s  need t o  empower o t h e r  
members o f  t h e  o r g a n i z a t i o n  and c r e a t e  f u t u r e  le a d e r s  r a t h e r  
th a n  j u s t  t r a i n i n g  m an ag ers . G a rd n e r  (1 9 8 7 )  w r o te  t h a t  
l e a d e r s  who a r e  a b le  t o  d e v e lo p  f o l l o w e r s  t o  s u r v i v e  t h e  
d e p a r t u r e  o f  t h e  l e a d e r  "have  a  g i f t  f o r  i n s t i t u t i o n -  
b u i l d i n g  [a n d ]  may c r e a t e  a  le g a c y  t h a t  w i l l  l a s t  f o r  a v e r y  
long  t im e "  ( p .  1 7 ) .  W h i le  D epree  ( 1 9 8 9 )  s t r e s s e d  t h e  
r e s p o n s i b i l i t y  le a d e r s  have  f o r  t h e  f u t u r e  l e a d e r s h ip  in  
t h e i r  o r g a n i z a t i o n s ,  K o lb  ( 1 9 8 8 )  d is c u s s e d  t h e  need f o r  th e  
p r e s e r v a t io n  o f  b o th  t h e  o r g a n i z a t i o n  as a  w h o le  and t h e  
c u l t u r e  o f  c a r e  and c o n c e rn  d e v e lo p e d  by th e  l e a d e r .
L ev in so n  (1 9 8 8 )  n o te d  t h e  im p o r t a n t  r o l e  s te w a r d s h ip  p la y s  
in  l e a d e r s h ip ,  w here  t h e  l e a d e r  i s  r e s p o n s ib le  t o  t u r n  o v e r  
t o  s u c c e s s o rs  a s t r o n g e r  o r g a n i z a t i o n  th a n  th e y  r e c e iv e d .  
L ev in so n  and R o s e n th a l  ( 1 9 8 4 )  s t a t e d  t h a t  "a c e n t r a l  is s u e  
f o r  a l l  o f  th e s e  l e a d e r s ,  and one in a d e q u a te ly  d is c u s s e d  in  
t h e  l i t e r a t u r e  o f  l e a d e r s h i p ,  was t h e i r  in v o lv e m e n t  in  
s u c c e s s io n "  ( p .  2 7 7 ) .  F o r  t h e  le a d e r s  th e y  r e s e a r c h e d ,  th e  
te a c h in g  and t r a i n i n g  o f  f u t u r e  le a d e r s  were im p o r t a n t  and 
p e rs o n a l  t a s k s .
O’ T o o le  goes beyond t h i s  c o n c e p t  o f  y e n e r a t i v i t y  as an 
e le m e n t  o f  t r a n s f o r m in g  l e a d e r s h i p .  O ’ T o o le  b e l ie v e d  t h a t  
"no l e a a e r  can be c o n s id e r e d  g r e a t  i f  he does n o t  i n s t i l l
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th e  t r a i t s  o f  l e a d e r s h ip  in  h i s  s u c c e s s o rs "  ( p .  3 3 6 ) .  H e re ,  
l e a d e r s h ip  can o n ly  be ju d g e d  as  s u c c e s s fu l  when " t h e  h e i r  
a c t s  w i t h  v i s i o n ,  c o n f id e n c e ,  c o n s is t e n c y ,  and r e s o l v e .  I n  
s h o r t ,  t h e  second and t h i r d  g e n e r a t io n  o f  l e a d e r s ,  l i k e  th e  
f i r s t ,  must be w i l l i n g  t o  g e t  o u t  on t h e  t i g h t r o p e "  ( p .
3 3 8 '  I n  a s i m i l a r  m an n er ,  W o l fe  (1 9 8 8 )  s t r e s s e d  t h e  
im p o r ta n c e  f o r  le a d e r s  t o  be co n cern e d  a b o u t  t h e  f u t u r e  
l e a d e r s  o f  t h e i r  o r g a n i z a t i o n s ,  f o r  d e v e lo p in g  m e n to r in g  and 
c a r in g  c u l t u r e s  s h o u ld  le a d  t o  " s i g n i f i c a n t  im p ro vem en t in  
p e rs o n a l  and o r g a n i z a t i o n a l  i n t e g r i t y "  ( p .  1 7 1 ) .
V i s i o n
Burns ( 1 9 7 8 )  e x p re s s e d  t h e  im p o r ta n c e  o f  v i s i o n  when he 
d is c u s s e d  t h e  need f o r  c o n f l i c t  and c o m p e t i t io n  among 
le a d e r s  f o r  f o l l o w e r s .  What l e a d e r s  compete a b o u t  i s  
d i f f e r e n t  v i s i o n s  o f  t h e  f u t u r e  fro m  w hich  f o l l o w e r s  may 
choose. The r e s u l t  o f  t h i s  c h o ic e  i s  a r e l a t i o n s h i p  t h a t  
changes th e  m o t iv e s  and g o a ls  o f  both  le a d e r s  and f o l l o w e r s  
and c auses  e f f e c t s  on s o c i a l  r e l a t i o n s  and o r g a n i z a t i o n s .
The now common fo c u s  on v i s i o n  and i t s  im p o r ta n c e  t o  
l e a d e r s h ip  can be seen i n  t h e  e a r l i e r  work o f  B a r n a rd .  In  
w r i t i n g  a b o u t  t h e  t a s k s  o f  e x e c u t i v e s ,  B a rn a rd  ( 1 9 3 8 )  
s t r e s s e d  t h e  im p o r ta n c e  o f  a  common purpose  t h a t  i s  
com municated by a l e a d e r  and w h ich  can be a g r e a t e r  
in f l u e n c e  t o  an i n d i v i d u a l  th a n  any p e rs o n a l  m o t iv e .  "The 
i n c u l c a t i o n  o f  b e l i e f  i n  t h e  r e a l  e x is t e n c e  o f  a common
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purpose  i s  an e s s e n t i a l  e x e c u t i v e  f u n c t i o n "  ( p .  8 7 ) .
S e l z n i c k  ( 1 9 5 7 )  a ls o  to u c h e d  on t h e  im p o r ta n c e  o f  a 
v i s i o n  t o  a  l e a d e r  a t t e m p t in g  t o  t u r n  an o r g a n i z a t io n  i n t o  
an i n s t i t u t i o n .  L e a d e r s h ip ,  a c c o r d in g  t o  S e l z n i c k ,  in v o lv e s  
th e  embodiment o f  o r g a n i z a t i o n a l  v a lu e s  and p u rp o s e .  A 
c r i t i c a l  t a s k  f o r  th e  le a d e r  i s  t h e r e f o r e  " i n f u s i n g  d a y - t o -  
day b e h a v io r  w i t h  lo n g - r u n  m eaning and p u rp o s e "  ( p .  1 5 1 ) .
The im p o r ta n c e  o f  v i s i o n  t o  a  l e a d e r  has become a 
common them e in  r e c e n t  s t u d ie s  o f  le a d e r s  and t h e i r  
o r g a n i z a t io n s  (B a s s ,  1985 ; B e n n is ,  1989 ; B en n is  & Nanus, 
1985; Boa! & B ry s o n , 1 988 ; C o n g e r ,  1989 ; Deal & Kennedy, 
1982; D e P ree , 1989 ; G a rd n e r ,  1 9 8 6 a ,  1986b; Hickman & S i l v a ,  
1984; K a n t e r ,  198 3 ;  K o t t e r ,  1 9 8 8 ;  Kounzes & P o s n e r ,  1987;  
Lev in s o n  & R o s e n th a l ,  1984; Manz & Simms, 1989 ; Nanus, 1987;  
O’ T o o le ,  1985 ; P e t e r s ,  1987; P e t e r s  & A u s t in ,  1985 ; P e t e r s  & 
Waterman, 1982 ; P o t t s  & B e h r,  1 9 8 7 ;  T ic h y  & Devanna, 1986;  
Waterman, 1 9 8 7 ) .  B en n is  and Nanus ( 1 9 8 5 )  s t r e s s e d  th e  
im p o rta n c e  o f  t h e  c a p a c i t y  o f  a  l e a d e r  t o  c r e a t e  and 
communicate a c o m p e l l in g  v i s i o n  w h ic h  s u b o r d in a t e s  can  
i n t e r n a l i z e .  " V is io n  a n im a te s ,  i n s p i r i t s ,  t r a n s fo r m s  
purpose i n t o  a c t io n "  ( p .  3 0 ) .  T h ese  and o t h e r  a u th o rs  
ag reed  on t h e  v i t a l  p a r t  v i s i o n  p la y s  in  l e a d e r s h ip :  
c r e a t i o n  o f  t h e  v i s i o n  i s  th e  e s s e n t i a l  a c t  o f  l e a d e r s h ip  
(B lo c k ,  1 9 8 7 ) ;  l e a d e r s  a r e  v i s i o n  m akers (N an u s , 1 9 8 7 ) ;  
l e a d e r s h ip  c a n ’ t  e x i s t  w i t h o u t  v i s i o n  (P a r k s ,  1 9 8 6 ) .
A u th o rs  d e s c r ib e  and d e f i n e  v i s i o n  in  v a r io u s  ways.
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W h ile  B a rn a rd  ( 1 9 3 8 ) ,  J o i n e r  ( 1 9 8 6 ) ,  S e l z n ic k  ( 1 9 5 7 ) ,  and  
V a i l l  ( 1 S 8 4 )  d is c u s s e d  v i s i o n  i n  te rm s  o f  a  p u rp o s e ,  B en n is  
and Nanus ( 1 9 8 5 )  v ie w e d  v i s i o n  as  "a  m enta l image o f  a 
p o s s ib le  d e s i r a b l e  f u t u r e  s t a t e  o f  t h e  o r g a n i z a t io n "  ( p .
8 9 ) .  I n  a  s i m i l a r  f a s h io n ,  S t o t t  ( 1 9 8 5 )  d e f in e d  v i s i o n  as  
"a deep d i s s a t i s f a c t i o n  w i t h  w h a t i s  and a  c l e a r  g ra s p  o f  
w hat c o u ld  b e ” ( p .  2 4 ) .  A v i s i o n  comes fro m  deep w i t h i n  th e  
v a lu e s  and s o u l o f  t h e  l e a d e r  and becomes t h e  d r i v i n g  
m o t iv a t io n  f o r  t h e  le a d e r  t o  a c t  (B e n n is  & Nanus, 1985;  
H o lp p ,  1 98 8 ;  L e v in s o n  & R o s e n t h a l ,  1984 ; P e t e r s ,  1987 ;
P e t e r s  & A u s t i n ,  1985 ; R o s t ,  1985 ; T ic h y  & Devanna, 1 9 8 6 ) .
The method f o r  d e v e lo p in g  a v i s i o n  i s  v iew ed  
d i f f e r e n t l y  i n  t h e  l i t e r a t u r e .  B lo c k  (1 9 8 7 )  c a l l e d  f o r  a l l  
members in  an o r g a n i z a t i o n  t o  c r e a t e  t h e i r  own v i s i o n  o f  
g r e a t n e s s  as an e s s e n t i a l  s te p  to w a rd s  empowerment.
B rad b u ry  (1 9 8 5 )  c a l l e d  f o r  o r g a n i z a t i o n s  t o  s u p p o r t  group  
c r e a t i v i t y ,  w here  m e e t in g  rooms and o f f i c e s  become a  
" n u rs e ry  f o r  id e a s ” ( p . 1 5 ) .  Brown & W e in er  ( 1 9 8 4 ) ,  K i e f e r  
(1 9 8 6 )  and P a s c a r e l l a  ( 1 9 8 6 )  saw th e  le a d e r  w ea v in g  t o g e t h e r  
th e  b e l i e f s  o f  many o r g a n i z a t i o n a l  members t o  p roduce  a 
v i s i o n  f o r  t h e  g ro u p . In  a  s i m i l a r  manner, Manz and Sims  
s t r e s s  t h e  im p o r t a n t  p a r t  f o l l o w e r s  have in  d e ve lo p m e n t o f  
th e  v i s i o n ,  f o r  " th e  v i s i o n  i t s e l f  needs t o  r e f l e c t  and draw  
upon t h e  v a s t  re s o u rc e s  c o n ta in e d  w i t h i n  i n d i v i d u a l  
em plo yees" ( p .  2 2 5 ) .  T h is  p ro c e s s  i s  d e s c r ib e d  somewhat 
d i f f e r e n t l y  by T ic h y  & U l r i c h  ( 1 9 8 4 ) ,  who p la c e d  g r e a t e r
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em phasis  on t h e  le a d e r  and l e s s  on a  p a r t i c i p a t o r y  D ro cess  
in  d e v e lo p in g  th e  v i s i o n .  T h is  d i f f e r e n c e  i s  e x te n d e d  by 
P e t e r s  ( 1 9 8 7 )  and B e n n is  and Nanus ( 1 9 8 5 )  who d e s c r ib e d  t h e  
v i s i o n  as  d e v e lo p e d  by a  le a d e r  and th e n  s o ld  t o  f o l l o w e r s .
M ost a u th o r s  v ie w  t h e  v i s i o n  as  d e v e lo p in g  w i t h i n  t h e  
c o n t e x t  o f  a p a r t i c u l a r  o r g a n i z a t i o n .  Hickman and S i l v a
(1 9 8 4 )  saw a c l e a r  v i s i o n  r e s u l t i n g  fro m  a  " p ro fo u n d  
u n d e rs ta n d in g  o f  an o r g a n i z a t i o n  and i t s  e n v i r o n m e n t” ( p .  
1 5 3 ) .  W e s t le y  and M in tz b e r g  ( 1 9 8 8 )  saw a v i s i o n  embedded in  
th e  c o n t e x t  o f  t h e  o r g a n i z a t i o n ,  w i t h  t h e  le a d e r  b u i l d i n g  
th e  v i s i o n  among f o l l o w e r s  as t h e  r e l a t i o n s h i p  d e v e lo p s .  
Brown and W e in e r  ( 1 9 8 4 )  v ie w e d  t h e  p ro c e s s  o f  s c a n n in g  t h e  
e x t e r n a l  and i n t e r n a l  e n v iro n m e n t  as an e s s e n t i a l  s t e p .  
S ash k in  ( 1 9 8 8 )  b e l ie v e d  le a d e r s  b o th  t a k e  a d v a n ta g e  o f  
o p p o r t u n i t i e s  as th e y  may a p p e a r  as w e l l  as c o n s t r u c t in g  
th e s e  o p p o r t u n i t i e s ,  f o r  l e a d e r s  " c r e a t e  t h e  f u t u r e  as  much 
as th e y  a d a p t  t o  i t "  ( p .  2 8 ) .  The l e a d e r  must a ls o  have  
c e r t a i n  a b i l i t i e s  and a s u c c e s s fu l  t r a c k  r e c o r d  w i t h i n  a 
p a r t i c u l a r  o r g a n i z a t io n  o r  p r o f e s s io n  f o r  t h e  v i s i o n  t o  be 
a t t r a c t i v e  t o  p o t e n t i a l  f o l l o w e r s  ( K o t t e r ,  1 9 8 8 ) .  F o s t e r
(1 9 8 8 )  v ie w e d  th e  d e ve lo p m e n t o f  a v i s i o n  as based on a  
c r i t i c a l  e x a m in a t io n  o f  t h e  p a s t  and p r e s e n t  c o n d i t i o n s  o f  
th e  o r g a n i z a t i o n  o r  g ro u p . I n  a s i m i l a r  m anner, S h a n d le r  
( 1 9 8 6 )  d is c u s s e d  t h e  need f o r  a  d u a l v i s i o n ,  one w hich  
e n v is io n s  o r g a n i z a t i o n a l  purposes  w h i le  a ls o  h a v in g  th e  
c a p a c i t y  t o  c r i t i c a l l y  see  th e  c u r r e n t  o r g a n i z a t i o n a l
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s t r u c t u r e .  R ic h a r d s  and Engel ( 1 9 8 6 ) ,  th o u g h ,  s t a t e d  t h a t  
d is c u s s io n s  a b o u t  v i s i o n  w i t h i n  o r g a n i z a t i o n s  must n o t  fo c u s  
on t h e  p r e s e n t  o r  p a s t  because  " i t  s e r v e s  l i t t l e  p u rp o s e  t o  
t a l k  a b o u t  how bad t h i n g s  a r e  o r  have b een , o r  even a b o u t  
how good t h i n g s  a r e  o r  have b e en ” ( p .  2 0 5 ) .
T h is  v i s i o n  m ust n o t  e x i s t  as s e p a r a t e  f ro m  f o l l o w e r s  
i f  i t  i s  t o  p r o v id e  a b a s is  f o r  t h e  l e a d e r s h ip  r e l a t i o n s h i p .  
P a s c a r e l l a  ( 1 9 8 6 )  d e s c r ib e d  v i s i o n  as a p i c t u r e  t h a t  i s  
grounded in  t h e  s h a re d  a s p i r a t i o n s  and v a lu e s  o f  a l l  members 
o f  an o r g a n i z a t i o n ,  w h i l e  T ic h y  & Devanna (1 9 8 6 a )  s t a t e d  
t h a t  v i s i o n  i s  n o t  owned by one p e rso n  b u t  i s  t h e  "e x p re s s e d  
commitment o f  a g ro u p " ( p .  1 2 8 ) .  T h is  c o o p e r a t i v e  and v a lu e  
la d e n  n a t u r e  o f  v i s i o n  and i t s  im p o r ta n c e  t o  l e a d e r s h ip  was 
a ls o  s h a re d  by o t h e r  a u t h o r s  ( B e r le w ,  1986 ; B u rn s ; 197 8 ;  
Enochs, 1981 ; G a la g a n ,  1 98 4 ; H a r r i s o n ,  1 98 5 ;  H o lp p ,  1988 ;  
K i e f e r ,  1986 ; P e t e r s ,  1 9 8 7 ) .
The way in  w h ich  v i s i o n  f u n c t i o n s  i s  a ls o  d e s c r ib e d  in  
d i f f e r e n t  w ays. B e n n is  and Nanus ( 1 9 8 5 ) ,  L e v in s o n  and  
R o s e n th a l  ( 1 9 8 4 ) ,  Levy and M e rry  ( 1 9 8 6 ) ,  and R i t s c h e r  ( 1 9 8 6 )  
d e s c r ib e d  how t h e  le a d e r  uses th e  v i s i o n  t o  p u l l  r a t h e r  th a n  
push f o l l o w e r s  to w a rd  an i n s p i r i n g  f u t u r e .  K a n te r  ( 1 9 8 3 ) ,  
S ch e in  ( 1 9 8 4 ) ,  and T ic h y  and Devanna ( 1 9 8 6 a )  fo c u s e d  on th e  
way in  w h ich  v i s i o n  can h e lp  f o l l o w e r s  th ro u g h  t h e  a n x i e t y  
b ro u g h t  on by change w i t h i n  an o r g a n i z a t i o n .  Nanus ( 1 9 8 9 )  
b e l ie v e d  th e  v i s i o n  must be t i e d  t o  so m eth in g  f a m i l i a r  in  
th e  c u l t u r e  o f  t h e  o r g a n i z a t i o n ,  and t h a t  i t  must th e n
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" p r o v id e  t h e  s p a rk  t h a t  i g n i t e s  t h e i r  [ f o l l o w e r s ’ ] e n e r g ie s  
and empowers them  t o  move fo r w a r d  t o g e t h e r  w i t h  you [ t h e  
l e a d e r ]  to w a rd  a  s h a re d  p u rp o s e "  ( p .  1 0 7 ) .  I n  a  s i m i l a r  
m anner, K ie c h e l  ( 1 9 8 9 )  o p in e d  t h a t  v i s i o n  must h ave  "m ojo ,  
an a p p ea l t o  t h e  e m o tio n s  and a s p i r a t i o n s  o f  t h e  t r o o p s  t h a t  
goes beyond t h e  u s u a l c a r r o t s  and s t i c k s "  ( p .  2 1 0 ) .  Some 
s c h o la r s  see  s u c c e s s fu l  change in  an o r g a n i z a t i o n  as  
d ep en d en t on t h e  d e v e lo p m e n t  o f  a v is i o n  t h a t  becomes  
a c c e p ta b le  t o  a  c r i t i c a l  mass o f  members ( L o u i s ,  1985 ;  
P e t e r s ,  1987 ; T ic h y  & D evanna , 1986a; W aterm an, 1 9 8 7 ) .
V is io n  becomes b o th  a g u id e  f o r  t h e  change p ro c e s s  as w e l l  
as th e  g o a l o r  i d e a l  c o n d i t i o n  to w ard  w hich  t h e  o r g a n i z a t i o n  
i s  s t r i v i n g  (G a la g a n ,  1 9 8 4 ;  M a ch er, 1987 , F e b r u a r y ;  M a in ,  
1987; P a s c a r e l l a ,  1986 ; T ic h y  & Devanna, 1 9 8 6 a ) .  As Harman 
( 1 9 7 9 )  s t a t e d :  " I *  o u r  v i s i o n  i s  i n s p i r i n g  i t  w i l l  im pel us 
t o  a c t i o n . . . .  I f  o u r  c o l l e c t i v e  v i s i o n  a ro u s e s  no 
e n th u s ia s m , o r  i f  t h e r e  i s  no commonly h e ld  image o f  w hat i s  
w o rth  s t r i v i n g  f o r ,  o u r  s o c i e t y  w i l l  la c k  b o th  m o t i v a t io n  
and d i r e c t i o n "  ( p .  1 ) .
The manner i?» w h ic h  t h e  le a d e r  must convey  t h i s  v i s i o n  
i s  d is c u s s e d  in  s i m i l a r  ways by s e v e r a l  a u th o r s :  W ith
c o n s tan c y  and p a s s io n  (S a s h k in ,  1 9 8 6 ) ;  e n e r g e t i c a l l y  and 
c o n s i s t e n t l y  ( P e t e r s  & A u s t i n ,  ( 1 9 8 5 ) ;  a c t i n g  w i t h  c l a r i t y  
and commitment ( V a i l l ,  1 9 8 4 ) ;  c o n s i s t e n t l y  a c t in g  upon and 
p e r s o n i f y i n g  i t  (B e n n is  & Nanus, 1 9 8 5 ) ;  fo c u s in g  t h e  
a t t e n t i o n  o f  o t h e r s  on key  is s u e s  (S a s h k in ,  1 9 8 6 ) ;  w a lk  th e
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t a l k  by b e h a v in g  " in  ways b o th  s m a l l  and l a r g e  t h a t  a r e  
c o n s i s t e n t  w i t h  t h e  v a lu e s  and g o a ls  he [ t h e  l e a d e r ]  i s  
a r t i c u l a t i n g "  ( B e r le w ,  1 9 7 4 , p .  2 4 ) ;  c r e a t e  h e ro e s  o u t  o f  
members re s p e c te d  by th e  o r g a n i z a t i o n ,  " p a s t  and p r e s e n t ,  
who c l e a r l y  r e f l e c t  t h e  v a lu e s  i m p l i c i t  i n  t h e  common 
v is i o n "  (B e r le w ,  1 9 8 6 , p . 4 5 ) ;  t h e  l e a d e r  s e r v in g  as a  
symbol f o r  f o l l o w e r s  (G a r d n e r ,  1 9 8 6 c ) ;  th ro u g h  c o n s ta n c y ,  
c o n g r u i t y ,  r e l i a b i l i t y ,  and i n t e g r i t y  (B e n n is ,  1 9 8 9 ) ;  
fo c u s in g  on a  d o m in a t in g  v a lu e  ( P e t e r s ,  1 9 8 7 ) ;  p u t t in g  i t  
a l l  t o g e t h e r  and m aking i t  come t o  l i f e  (Sondheim , 1 9 8 4 ) ;  
re p e a te d  r e f e r e n c e s  t o  th e  g r e a t  id e a s  t h a t  govern  th e  
o r g a n i z a t io n  (O ’ T o o le ,  1 9 8 5 ) ;  th ro u g h  w o rd s , a c t io n s ,  and 
b e h a v io rs  (R oss & Ross, 1 9 8 6 ) ;  d e m o n s t r a t in g  a  commitment t o  
th e  v i s i o n  by l i v i n g  i t  (H o lp p ,  1 9 8 8 ) ;  communicated d a i l y  
th ro u g h  r e a l  t im e  a c t io n s  and d e c is io n s  ( H a r r i s o n ,  1 9 8 5 ) ;  
th e  a g g re g a te  o f  a c t i o n  (B a r n a r d ,  1 9 3 8 ) ;  m o b i l i z i n g  
commitment th ro u g h  d ia lo g u e  and exchange ( T ic h y  & U l r i c h ,  
1 9 8 4 ) ;  and by c o n s i s t e n t l y  co m m u n ica tin g  sym bols  t h a t  
r e p r e s e n t  t h e  v i s i o n  ( T ic h y  & D evanna , 1 9 8 6 ) .  P r e s id e n t  
Hesburgh o f  N o t r e  Dame U n i v e r s i t y  b e l ie v e d  t h a t  th e  v e ry  
essence  o f  l e a d e r s h ip  i s  v i s i o n ,  and t h a t  " i t ’ s g o t  t o  be a 
v is i o n  you a r t i c u l a t e  c l e a r l y  and f o r c e f u l l y  on e v e ry  
o c c a s i o n . . . .  You c a n ’ t  blow an u n c e r t a i n  t ru m p e t"  (Bowen, 
1987 , p . 6 8 ) .  Conger (1 9 8 9 )  b e l i e v e d  t h a t  t h e  com m unication  
o f  t h e  v i s i o n  i s  o f  e q u a l im p o r ta n c e  t o  t h e  deve lo p m en t and 
c o n te n t  o f  t h e  v i s i o n  i t s e l f .  T h is  p ro c e s s  o f  com m unicating
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th e  v i s i o n  was b e s t  sum m arized  by S c h e in  ( 1 9 8 6 )  when he 
d is c u s s e d  t h e  way t h e  l e a d e r  embeds and t r a n s m i t s  a  c u l t u r e .  
P r im a ry  mechanisms c o v e r  o v e r t  a c t i o n s ,  in c lu d in g  t h e  
l e a d e r ’ s fo c u s  o f  a t t e n t i o n ,  r e a c t i o n s  t o  c r i t i c a l  
i n c i d e n t s ,  and d e l i b e r a t e  r o l e  m o d e l in g ,  t e a c h in g  and  
c o a c h in g .  S econdary  mechanisms f o r  t h i s  co m m u n ica tio n  
i n c lu d e  t h e  s t r u c t u r e  and p ro c e d u re s  o f  t h e  o r g a n i z a t i o n ,  
s y m b o l ic  r e p r e s e n t a t i o n s  i n c lu d i n g  s t o r i e s ,  le g e n d s ,  and 
m yths, and fo r m a l  s ta te m e n ts  o f  p h i lo s o p h y  o r  m is s io n  (p .  
2 2 4 ) .
M ost a u th o r s  v ie w e d  t h e  m is s io n  s ta te m e n t  o f  an 
o r g a n i z a t io n  as b e in g  d i f f e r e n t  fro m  t h e  v i s i o n .  O ’ T o o le
( 1 9 8 5 )  v iew e d  t h e  m is s io n  s t a te m e n t  as a "m oral to u c h s to n e "  
c o n t a in in g  u l t i m a t e  v a lu e s  w h ich  can be checked in  t im e s  o f  
prob lem s ( p .  3 8 5 ) .  B lo c k  ( 1 9 8 7 )  d i f f e r s  w i t h  O ’ T o o le ,  
c a l l i n g  h i s  m oral to u c h s to n e  a v i s i o n  s ta te m e n t  o r  c red o  
c o n t a in in g  t h e  c o re  v a lu e s  upon w h ich  t h e  o r g a n i z a t io n  
f u n c t i o n s .  F o r  B lo c k ,  t h e  v i s i o n  m ust be s t r a t e g i c  and 
o p e r a t e  w i t h i n  t h e  m is s io n  o f  t h e  o r g a n i z a t i o n :  "a  
s ta te m e n t  o f  w hat b u s in e s s  we a r e  i n  and som etim es o u r  
r a n k in g  in  t h a t  b u s in e s s "  ( p .  1 0 7 ) .  R ic h a r d s  and Engel
(1 9 8 6 )  a ls o  spoke o f  v i s i o n  s ta te m e n ts  as documents  
d e s c r ib in g  t h e  way t h in g s  c o u ld  be and r e f l e c t i n g  and coming  
fro m  t h e  " h ig h e s t  l e v e l  o f  management i n  an o r g a n i z a t io n "
( p .  2 0 0 ) .
The im p o r ta n c e  o f  t h i s  docum ent, a s ta te m e n t  o f
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p h i lo s o p h y  o r  m is s io n  f o r  an o r g a n i z a t i o n  t h a t  r e p r e s e n t s  
th e  v a lu e s  o f  t h e  v i s i o n ,  was d is c u s s e d  f u r t h e r  by 
P a s c a r e l l a  ( 1 9 8 6 ) .  P a s c a r e l l a  saw m is s io n  s ta te m e n ts  as b u t  
a f i r s t  s t e p  i n  movement to w a rd  a  v i s i o n  o f  an im proved  
o r g a n i z a t i o n .  I t  i s  n o t  t h e  w ords in  t h i s  s ta te m e n t  t h a t  
w i l l  b r in g  a b o u t  change b u t  t h e  p i c t u r e  t h a t  can be p a in t e d  
and w h ich  becomes r e a l  t o  f o l l o w e r s .
Some a u th o r s  v ie w e d  as  in c o m p le te  any e x a m in a t io n  o f  
v i s i o n  w i t h o u t  a d is c u s s io n  o f  t h e  means t o  im p lem ent i t  
w i t h i n  an o r g a n i z a t i o n .  W h i le  B e n n is  and Nanus ( 1 9 8 5 )  
s t a t e d  t h a t  t h e  v i s i o n  c a n ’ t  be e s t a b l i s h e d  by e d i c t ,  
G o ld s m ith  and C lu t t e r b u c k  ( 1 9 8 6 )  o b s e rv e d  s u c c e s s fu l  
o r g a n i z a t i o n s  had a c l e a r  m is s io n  w h ich  was g e n e ra te d  fro m  
th e  e x e c u t i v e s .  Both B lo c k  ( 1 9 8 7 )  and M acher (1 9 8 8 )  
em phas ized  l i n k i n g  t h e  v i s i o n  w i t h  th o s e  p o l i t i c a l  s k i l l s  
w hich  s u p p o r t  and e x te n d  i t  w i t h i n  t h e  o r g a n i z a t i o n .  F r i t z
( 1 9 8 6 )  d e s c r ib e d  th e  l e a d e r / c r e a t o r  as  one who d e v e lo p s  
o r g a n i z a t i o n a l  t e n s io n  th ro u g h  t h e  i n t r o d u c t i o n  and 
c o m p ariso n  o f  a  v i s i o n  w i t h  t h e  c u r r e n t  r e a l i t y .
L e a d e rs h ip  and I n t e g r i t y
The l i n k  between i n t e g r i t y  and l e a d e r s h ip  was n o te d  by 
B e r le w  ( 1 9 8 6 b ) :  "C om m on-vis ion  l e a d e r s h ip  i s  a  c lo s e
r e l a t i v e  t o  s p i r i t u a l  l e a d e r s h i p .  One c a n n o t  v e r y  w e l l  
e x e r c is e  co m m o n -v is io n  l e a d e r s h ip  i f  one f e e l s ,  o r  i s  
p e r c e iv e d  a s ,  l a c k in g  in  i n t e g r i t y ” ( p .  4 7 ) .  B e r le w  (1 9 8 6 a ,
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p . 9 4 )  saw as c r i t i c a l  t h e  need f o r  le a d e r s  t o  behave in  
ways c o n s i s t e n t  w i t h  a  common v i s i o n ,  a  v is i o n  w h ich  must 
" r e f l e c t  g o a ls  o r  a  f u t u r e  s t a t e  o f  a f f a i r s  t h a t  i s  v a lu e d  
by th e  o r g a n i z a t i o n ’ s members and i s  th u s  im p o r t a n t  t o  them  
t o  b r in g  a b o u t . ” B e n n is  and Nanus ( 1 9 8 5 )  p la c e d  a  s i m i l a r  
fo c u s  on i n t e g r i t y  in  l e a d e r s h ip  by d e s c r ib in g  t h e  
im p o r ta n c e  o f  t h e  l e a d e r  d e v e lo p in g  t r u s t  w i t h  f o l l o w e r s  
th ro u g h  p o s i t i o n i n g .
Many a u th o r s  d e s c r ib e d  open d ia lo g u e  as an im p o r t a n t  
s te p  in  d e v e lo p in g  and f o s t e r i n g  l e a d e r s h ip  and 
o r g a n i z a t i o n a l  i n t e g r i t y .  Grob ( 1 9 8 4 )  v iew ed  d ia lo g u e  as th e  
c e n t r a l  a c t i v i t y  i n  th e  t r a n s f o r m a t i o n a l  l e a d e r s h ip  
r e l a t i o n s h i p .  Maccoby ( 1 9 8 8 ) ,  H a r r is o n  ( 1 9 8 8 ) ,  and Lee
( 1 9 8 6 )  a l l  c a l l e d  f o r  t h e  open d is c u s s io n  o f  e t h i c a l  
d ilem m as , w h i le  S r i v a s t v a  and B a r r e t t  ( 1 9 8 8 )  and S r i v a s t v a  
and C o o p e r r id e r  ( 1 9 8 8 )  c a l l e d  f o r  th e  c r e a t i o n  o f  norms 
w hich  f o s t e r  d i a lo g u e .  W a te rs  ( 1 9 8 8 )  recommended t o  n o t  
s im p ly  fo c u s  on c h a n g in g  i n d i v i d u a l  v a lu e s  o r  b e h a v io r s  in  
t h e  o r g a n i z a t io n  b u t  t h e  c r e a t i o n  o f  a  s t r o n g  c u l t u r e  w hich  
a l lo w s  f o r  t h e  open d is c u s s io n  o f  and t h e  c o l l e c t i v e  i n q u i r y  
i n t o  d ilem m as . O r g a n iz a t i o n a l  i n t e g r i t y  can a ls o  be 
d e v e lo p e d  e i t h e r  by t h e  le a d e r  "c h o o s in g  a d i r e c t i o n  and 
s t a y in g  w i t h  i t "  (B e n n is  and Nanus, 1 9 8 5 , p .  4 8 )  o r  by th e  
rem oval o f  b u r e a u c r a t i c  r u l e s  o r  o r g a n i z a t i o n a l  c o n d i t io n s  
w hich  h in d e r  t h e  d e v e lo p m e n t o f  i n t e g r i t y  (B a d a ra c c o  and 
E l ls w o r t h ,  1989 ; P e t e r s ,  1 9 8 7 ) .
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O th e r s  a u th o r s  have fo c u s e d  on i n t e g r i t y  as  a  
c h a r a c t e r i s t i c  o f  t h e  l e a d e r .  K e r r  (1 9 8 8 )  v ie w e d  i n t e g r i t y  
as t h e  l e a d e r ’ s c o n s is te n c y  and n o t  th e  f o l l o w i n g  o f  any  
p a r t i c u l a r  r u l e s  o r  norm s, w h i l e  W o lfe  (1 9 8 8 )  d is c u s s e d  th e  
need f o r  le a d e r s  t o  b a la n c e  b e in g  t r u e  t o  p e rs o n a l  v a lu e s  
w i t h  t h e  dynam ics o f  t h e  e n v i r o n m e n t .  Nanus ( 1 9 8 9 )  s t r e s s e d  
th e  a l ig n m e n t  o f  v i s i o n  and a c t io n s  w i t h  t h e  l e a d e r ’ s 
e t h i c s .  L ev in so n  ( 1 9 8 8 )  d is c u s s e d  t h e  need f o r  e x e c u t iv e s  
t o  u n d e rs ta n d  t h e i r  own n e e d s ,  v a lu e s ,  and m o t iv a t io n s  
b e fo r e  th e y  can d e v e lo p  i n t e g r i t y  w h i le  K o lb  ( 1 9 8 8 )  c a l l e d  
f o r  a b a la n c e  o f  m ora l ju d g e m e n t ,  c r e a t i v i t y ,  i n t u i t i v e  and 
e m o t io n a l  c a p a b i l i t i e s  w i t h i n  a  r a t i o n a l  f ra m ew o rk  in  th e  
l e a d e r .  The c o n ta g io u s n e s s  and outcome o f  a  l e a d e r  a c t in g  
c o n s i s t e n t l y  w i th  i n t e g r i t y  and t r u s t  i s  t h a t  i t  makes th e  
" i d e a l  b e l i e v e a b l e . . . .  P e o p le  j u s t  s t a r t  t o  behave t h a t  way" 
(W aterm an , 1 9 8 7 , p . 1 9 9 ) .
F o r  H a r r is o n  ( 1 9 8 5 ,  1 9 8 8 ) ,  t h e  te rm  a l io n m e n t  was 
c r i t i c a l  t o  u n d e rs ta n d in g  i n t e g r i t y  f o r  i t  d e s c r ib e d  th e  
im p o r ta n t  c o n n e c t io n  betw een  members and t h e  m is s io n  o f  th e  
o r g a n i z a t i o n .  A d le r  and B i r d  ( 1 9 8 8 )  b e l ie v e d  o r g a n i z a t io n s  
had i n t e g r i t y  when t h e i r  r e s p o n s i b i l i t y  w en t beyond th e  
bottom  l i n e  and th e y  moved t o  c r e a t e  t h e i r  e x t e r n a l  
e n v iro n m e n t  in s te a d  o f  j u s t  re s p o n d in g  t o  i t .  B e n n is  and 
Nanus ( 1 9 8 5 )  d is c u s s e d  t h e  d e ve lo p m e n t o f  o r g a n i z a t i o n a l  
i n t e g r i t y  by le a d e r s  w eav in g  t o g e t h e r  t r u s t ,  i n t e g r i t y ,  and 
p o s i t i o n i n g  " t o  i n t e g r a t e  th o s e  who must a c t  w i t h  t h a t  w h ich
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must be done so t h a t  i t  a l l  comes t o g e t h e r  as  a  s i n g l e  
organ ism  in  harmony w i t h  i t s e l f  and i t s  n ic h e  in  th e  
e n v iro n m e n t"  ( p .  1 8 6 ) .
L e a d e rs h ip  and O r g a n iz a t i o n a l  C u l t u r e
The s tu d y  o f  o r g a n i z a t i o n a l  c u l t u r e  has become a 
p o p u la r  and l u c r a t i v e  p a s t im e  s in c e  P e t e r s  and Waterman  
(1 9 8 2 )  a u th o re d  t h e i r  b e s t  s e l l i n g  book I n  S earch  Of  
E x c e l ! e n c e . W h i le  th e  s tu d y  o f  c u l t u r e  i n  o r g a n i z a t io n s  had  
begun some t e n  y e a r s  e a r l i e r ,  t h e  p o p u l a r i t y  o f  t h i s  book 
s t im u la t e d  r e s e a r c h e r s  t o  produce  books and a r t i c l e s  
d e s c r ib in g  t h e  sym b o ls ,  s t o r i e s ,  a r t i f a c t s  and th e  p o w e r fu l  
im p act o f  c u l t u r e  i n  o r g a n i z a t io n s .
W h i le  t h e r e  has been g e n e ra l  a g re e m e n t t h a t  e v e ry  
o r g a n i z a t io n  has  a u n iq u e  c u l t u r e  w h ich  e x e r t s  a p o w e r fu l  
in f lu e n c e  on how members b eh ave , t h e r e  has  been l i t t l e  
agreem ent on e x a c t l y  w h a t c u l t u r e  i s  ( S m i r c i c h ,  1983;  
S h a f r i t z  & O t t ,  1 9 8 7 ) .  Some a u th o rs  seem t o  v ie w  
o r g a n iz a t io n s  as h a v in g  a c u l t u r e  much as th e y  may possess  
o t h e r  a t t r i b u t e s .  I n  d is c u s s in g  th e  s y m b o l ic  approach  t o  
s tu d y in g  o r g a n i z a t i o n s ,  Bolman and Deal ( 1 9 8 6 )  m en tio n ed  t h e  
meanings o f  b e l i e f  and f a i t h ,  y e t  fo c u s e d  th e  m a j o r i t y  o f  
t h e i r  a t t e n t i o n  on t h e  m a n i f e s t a t io n s  o f  c u l t u r e .  M y th s ,  
s t o r i e s ,  f a i r y  t a l e s ,  m e ta p h o r ,  humor, r i t u a l s ,  and  
cerem o n ies  a r e  d e s c r ib e d  as im p o r ta n t  in  and by th e m s e lv e s  
and th ro u g h  t h e i r  a b i l i t y  t o  " p r o v id e  m ean in g , absorb  b o th
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e n e rg y  and c o n f l i c t ,  and re d u c e  a m b ig u i t y "  ( p .  1 6 8 ) .  S ie h l  
and M a r t i n  ( 1 9 8 4 )  w ro te  o f  how m anagers need t o  l e a r n  t o  
r e c o g n iz e  and change t h e  c u l t u r e  o f  t h e i r  o r g a n i z a t i o n s  and  
assume t h a t  w i t h  f u r t h e r  r e s e a r c h  one can l e a r n  how t o  
c o n t r o l  c u l t u r e .  H e re  a g a in  i s  a  v ie w  o f  c u l t u r e  as  
s o m eth in g  an o r g a n i z a t i o n  has and w h ich  t h e r e f o r e  can be 
m a n ip u la te d  in  o r d e r  t o  p r o v id e  d i r e c t i o n  t o  th e  
o rg a n i  z a t i o n .
A t  t h e  o t h e r  e x tre m e  a r e  th o s e  a u th o rs  who v ie w  c u l t u r e  
as a c t u a l l y  b e in g  t h e  o r g a n i z a t i o n  r a t h e r  th a n  s im p ly  a 
d e s c r i p t o r  o r  a t t r i b u t e  o f  i t .  S m ir c ic h  ( 1 9 8 5 )  v ie w e d  
o r g a n i z a t i o n s  as  s y m b o l ic  fo rm s  i n  w hich  th e  r e a l i t y  i s  a 
s y m b o l ic  c o n s t r u c t i o n .  W eick ( 1 9 8 5 )  s u p p o r te d  t h e  v ie w  t h a t  
o r g a n i z a t io n s  d o n ’ t  have c u l t u r e s  b u t  r a t h e r  a r e  c u l t u r e s .  
L o u is  ( 1 9 8 5 )  l i k e w i s e  d id  n o t  v ie w  o r g a n i z a t io n s  as h a v in g  a 
c u l t u r e .  Sym bols , s a g a s ,  le g e n d s ,  m yths , and s t o r i e s  a re  
s im p ly  t h e  e v id e n c e  o r  m a n i f e s t a t i o n s  o f  a c u l t u r e  w h ich  can  
be c h a r a c t e r i z e d  by a  s e t  o f  " u n d e rs ta n d in g s  o r  m eanings  
s h are d  by a  group  o f  p e o p le "  ( p .  7 4 ) .  Meaning i s  a s o c i a l l y  
c o n s t r u c t e d  r e a l i t y  w h ich  i s  i n f lu e n c e d  by s h a re d  
i n t e r p r e t a t i o n s  o f  symbols w h ich  h e lp s  o r g a n i z a t i o n a l  
members t o  i n t e r p r e t  e x p e r ie n c e  and g u id e  b e h a v io r  ( L o u is ,  
1 9 8 7 ) .
My r e v ie w  o f  c u l t u r a l  l i t e r a t u r e  le d  me t o  b e l i e v e  t h a t  
Edgar S c h e in  ( 1 9 8 3 ,  1 984 , 1 9 8 5 ,  1 9 8 6 )  p ro v id e d  t h e  most 
u s e fu l  and a c c u r a t e  c o n c e p t  o f  c u l t u r e .  S c h e in  ( 1 9 8 4 )
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d e f in e d  o r g a n i z a t i o n a l  c u l t u r e  a s :
t h e  p a t t e r n  o f  b a s ic  a ss u m p tio n s  t h a t  a  g iv e n  group  has  
in v e n t e d ,  d is c o v e r e d ,  o r  d e v e lo p e d  in  l e a r n i n g  t o  cope  
w i t h  i t s  p ro b le m s  o f  e x t e r n a l  a d a p t a t io n  and i n t e r n a l  
i n t e g r a t i o n ,  and t h a t  have w orked  w e l l  enough t o  be 
c o n s id e r e d  v a l i d ,  and t h e r e f o r e ,  t o  be t a u g h t  t o  new 
members as t h e  c o r r e c t  way t o  p e r c e i v e ,  t h i n k ,  and f e e l  
in  r e l a t i o n  t o  th o s e  p ro b le m s , ( p .  3 )
C u l t u r e ,  a c c o r d in g  t o  S c h e in ’ s d e f i n i t i o n ,  c o n s is t s  
t h e r e f o r e  o f  t h e  s h a re d  a ss u m p tio n s  o f  members o f  t h e  g ro u p .  
These a ss u m p tio n s  a r e  r e f l e c t e d  and can make t h e  c u l t u r e  
i d e n t i f i a b l e  th ro u g h  th o s e  le a r n e d  b e h a v io r s  w h ich  t h e  
o r g a n i z a t i o n a l  members b e l i e v e  r e f l e c t  im p o r t a n t  v a lu e s  t o  
th e  g ro u p . As th e s e  b e h a v io r s  and v a lu e s  a r e  fo rm ed  and 
r e i n f o r c e d  th ro u g h  s u c c e s s fu l  group f u n c t i o n i n g ,  t h e y  become 
th o s e  t a k e n - f o r - g r a n t e d  a s s u m p tio n s  w h ich  g o v ern  t h e  way 
members b o th  v ie w  th e m s e lv e s  and th e  w o r ld  a ro u n d  them . The 
key t o  u n d e r s ta n d in g  t h e  c u l t u r e  and b a s ic  a s s u m p tio n s  in  an 
o r g a n i z a t i o n  comes th ro u g h  i d e n t i f y i n g  t h e  e x p re s s e d  v a lu e s  
o f  members and by o b s e r v in g  t h e  o r g a n i z a t i o n a l  s t r u c t u r e ,  
la n g u a g e ,  s ym b o ls ,  r i t u a l s ,  and s t o r i e s  w h ich  echo th e s e  
v a lu e s  and a ss u m p tio n s  ( F i n k ,  1 9 8 8 a ) .
I f  c u l t u r e  i s  t h e r e f o r e  an e x p r e s s io n  o f  th e  
a ss u m p tio n s  and m eanings members o f  an o r g a n i z a t i o n  have  
d e v e lo p e d ,  le a d e r s  must be bo th  an e x p r e s s io n  o f  th e s e  
meanings as  w e l l  as s h a p e rs  o f  them in  o r d e r  t o  im p a c t  on
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t h e  o r g a n i z a t i o n  ( S m i r c ic h  & M organ, 1 9 8 2 ) .  As S e rg io v a n n i  
( 1 9 8 4 )  sum m arized:
L e a d e rs h ip  a c t s  a r e  e x p r e s s io n s  o f  c u l t u r e .  L e a d e rs h ip  
as c u l t u r a l  e x p r e s s io n  s e e k s  t o  b u i l d  u n i t y  and o r d e r  
w i t h i n  an o r g a n i z a t i o n  by g i v in g  a t t e n t i o n  t o  p u rp o s e s ,  
h i s t o r i c a l  and p h i lo s o p h ic a l  t r a d i t i o n ,  and i d e a l s  and 
norms w h ich  d e f i n e  t h e  way o f  l i f e  w i t h i n  t h e  
o r g a n i z a t i o n  and w h ich  p r o v id e  th e  bases f o r  
s o c i a l i z i n g  members and o b t a i n i n g  t h e i r  c o m p l ia n c e .
(p p .  1 0 6 -1 0 7 )
W ith  t h i s  u n d e r s ta n d in g  o f  c u l t u r e ,  and u n d e rs ta n d in g  
t h e  im p o r ta n c e  o f  c u l t u r e  t o  l e a d e r s h ip ,  how th e n  can a 
l e a d e r  im p a c t  on t h i s  im p o r t a n t  a s p e c t  o f  an o r g a n iz a t io n ?  
S r i v a s t v a  and B a r r e t t  ( 1 9 8 6 )  p i c t u r e d  le a d e r s  as  m id w iv e s ,  
co m m unica ting  th ro u g h  sym bols  and a c t io n s  and r e i n f o r c i n g  
norms w i t h  s u p p o r t iv e  b e h a v io r s  a t  a l l  l e v e l s  o r  t h e i r  
o r g a n i z a t i o n s .  B e n n is  and Nanus (1 9 8 5 )  p ro v id e d  us w i t h  th e  
te rm  s o c ia l  a r c h i t e c t  t o  d e s c r ib e  a l e a d e r  in v o lv e d  in  
c u l t u r a l  ch an g e . B en n is  and Nanus use t h i s  te rm  because i t  
im p l ie s  change and t h a t  a l e a d e r  c a n ,  i n  f a c t ,  change and 
im p a c t on a c u l t u r e .  W h i le  B e n n is  and Nanus v ie w  c u l t u r e  as  
much more m a l l e a b le  th a n  e i t h e r  m y s e l f  o r  S c h e in  ( 1 9 8 5 ) ,  I  
p r e f e r  th e  te rm  s o c i a l  a r c h i t e c t  because i t  i m p l ie s  th e  
a r t f o r m  o f  l e a d e r s h ip .  E xpand ing  th e  way t h e  c o n c e p t  o f  th e  
a r t f o r m  o f  l e a d e r s h ip  was used by B en n is  ( 1 9 8 3 ) ,  l e a d e r s h ip  
in  c u l t u r a l  change i s  an a r t f o r m ,  w here i n s p i r a t i o n  o r  a
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v is i o n  may p r o v id e  a  s t a r t i n g  p o i n t  b u t  t h a t  t h e  f i n a l  
p ro d u c t  i s  n o t  p r e d e t e r m in e d .  Change o r  im p a c t  on t h e  
c u l t u r e  by a  le a d e r  i s  n o t  th ro u g h  any s im p le  r a t i o n a l  cause  
and e f f e c t  r e l a t i o n s h i p .  T h a t  a  l e a d e r  in  a  
t r a n s f o r m a t io n a l  l e a d e r s h ip  r e l a t i o n s h i p  w i t h  f o l l o w e r s  w i l l  
have an e f f e c t  on t h e  c u l t u r e  o f  t h e  o r g a n i z a t i o n  i s  assumed 
because t h e  r e l a t i o n s h i p  o p e r a te s  on th e  l e v e l  o f  n e ed s ,  
w an ts , and v a lu e s .  L e ad e rs  im p a c t on t h e i r  o r g a n i z a t i o n ’ s 
c u l t u r e  by l i v i n g  and e x h i b i t i n g  th ro u g h  t h e i r  a c t io n s  t h e i r  
v a lu e s  and v i s i o n ,  f o r  as  F o s te r  ( 1 9 8 6 )  s t a t e d ,  " le a d e r s  can  
change a c u l t u r e ,  b u t  n o t  by f o l l o w i n g  p a r t i c u l a r  programs  
o f  i n t e r v e n t i o n .  I n s t e a d ,  th e y  change a c u l t u r e  th ro u g h  
t h e i r  own e n ac tm e n ts  o f  th e  a s p e c ts  o f  c u l t u r e  th e y  v a lu e "  
(p .  1 3 6 ) .
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CHAPTER I I I  
RESEARCH METHODOLOGY
The p u rp o se  o f  t h i s  s tu d y  i s  t o  exam ine  t r a n s f o r m in g  
l e a d e r s h ip  w i t h i n  a c o n t e x t  w here  t h i s  r e l a t i o n s h i p  e x i s t s .  
S p e c i f i c a l l y ,  I  fo c u s e d  on t h e  N a t io n a l  A s s o c ia t io n  f o r  
Campus A c t i v i t i e s  (NACA) and i t s  E x e c u t iv e  D i r e c t o r ,  S tephen  
S l a g l e .  I  s e l e c t e d  t h i s  venue f o r  my s tu d y  because I  
b e l ie v e d  l e a d e r s h ip  has been p r e s e n t  in  t h e  A s s o c ia t io n  and 
t h a t  S l a g l e  has f u n c t io n e d  as a t r a n s f o r m a t i o n a l  l e a d e r .  My 
re s e a rc h  fo c u s e d  on th e  a c t i v i t i e s  o f  b o th  t h e  A s s o c ia t io n  
as a  w h o le  and on t h e  a c t i v i t i e s  o f  S l a g l e  as he i n t e r a c t e d  
w ith  t h e  many v o l u n t e e r  o f f i c e r s  and em plo yees  in  th e  
o r g a n i z a t i o n .
M e th o d o lo g ic a l  Framework  
T h is  s tu d y  to o k  th e  fo rm  o f  q u a l i t a t i v e  r e s e a r c h ,  which  
was d e s c r ib e d  by Van Maanen, Dabbs, & F a u lk n e r  (1 9 8 2 ,  p .  16 )  
as h a v in g  th e  r e s e a r c h e r  o b s e rv e  t h e  phenomena in  t h e i r  
n a t u r a l  w o r ld  w i t h o u t  p r i o r  com m itm ent t o  any s p e c i f i c  
t h e o r e t i c a l  m o d e l.  F u th e rm o re ,  t h e  i n v e s t i g a t i v e  p ro c es s  
was based on a  n a t u r a l i s t i c  p a ra d ig m , w h ich  "v iew s  t r u t h  as  
i n e l u c t a b l e ,  t h a t  i s ,  as u l t i m a t e l y  in e s c a p a b le "  (Guba &
40
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L in c o ln ,  1 9 8 5 ,  p .  5 5 ) .
N a t u r a l i s t i c  i n q u i r y  i s  based on t h e  p re m is e  t h a t  
s u f f i c i e n t  e x p e r ie n c e  w i t h  o r  im m ers ion  i n  a  group o r  
o r g a n i z a t io n  w i l l  p ro d u ce  h y p o th e s e s  and d e s c r i p t i o n s  t h a t  
a c c u r a t e ly  r e f l e c t  th e  s e t t i n g .  The n a t u r a l i s t i c  p a rad ig m  
a ls o  v ie w s  r e a l i t y  as  m u l t i p l e  and h o l i s t i c  in  n a t u r e ,  and 
t h e r e f o r e  t h e  re s e a rc h  d e s ig n  must be a b le  t o  respond t o  
d a ta  and e x p e r ie n c e s  t h a t  a p p e a r  t o  be d i v e r g e n t  r a t h e r  th a n  
c o n v e rg e n t  ( L i n c o l n  & Guba, 1 9 8 5 ) .
L in c o ln  and Guba ( 1 9 8 5 )  and R i l e y  ( 1 9 8 8 )  s t r e s s e d  th e  
im p o r ta n c e  o f  u n d e r s ta n d in g  t h e  c o n t e x t  o r  n a t u r a l  s e t t i n g  
in  o r d e r  t o  i n t e r p r e c  t h e  t r a n s f e r a b i 1 i t y  o f  t h e  m eanings  
and c o n c lu s io n s .  T h is  i s  s i m i l a r  t o  P e t t i g r e w ’ s ( 1 9 7 9 )  mode 
o f  a n a l y s i s  c a l l e d  c o n t e x t u a l  ism , a  fo rm  o f  e th n o g ra p h y  
c o n s is t in g  o f  v e r t i c a l  and h o r i z o n t a l  l e v e l s .  The v e r t i c a l  
phase c a l l s  f o r  an im m ers ion  in  t h e  many l a y e r s  o f  m eaning  
because o f  t h e  need t o  u n d e rs ta n d  t h e  in te rd e p e n d e n c e  
between e n v i r o n m e n ta l  and o r g a n i z a t i o n a l  a c t i v i t y .  These  
a re  m u l t i p l e  r e a l i t i e s  t h a t  " l i k e  t h e  l a y e r s  o f  an o n io n ,  
n e s t  w i t h i n  o r  com plem ent one a n o th e r "  (Guba & L in c o ln ,  p .  
5 7 ) .  The h o r i z o n t a l  l e v e l  r e f e r s  t o  t h e  i n t e r c o n n e c t io n  o f  
a c t i v i t i e s  in  h i s t o r i c  and f u t u r e  p e r s p e c t i v e s .  P e t t i g r e w  
( 1 9 7 9 )  s t r e s s e d  t h e  im p o r ta n c e  o f  s tu d y in g  th e  p a s t  and 
f u t u r e  o f  an o r g a n i z a t i o n  i n  o r d e r  t o  u n d e rs ta n d  th e  
in f o r m a t io n  b e in g  g a th e r e d  on i t s  p r e s e n t  c o n d i t i o n .  T h is  
l o n g i t u d i n a l  ap p ro ach  was d e s c r ib e d  as c r i t i c a l ,  f o r
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o r g a n i z a t i o n a l  d ynam ics  and change c a n ’ t  be c a p tu r e d  o r  
u n d e rs to o d  "by t r y i n g  t o  f r e e z e  c o n d i t i o n s  in  a  t r a d i t i o n a l  
r e s e a rc h  sen se"  (Cummings, Mohrman, Mohrman, & L e d fo r d ,
1 98 5 , p .  2 8 7 ) .  Much as Whyte ( 1 9 8 1 )  d e s c r ib e d  h i s  w o rk ,  my 
g o a l was n o t  t o  p ro d u c e  a s t i l l  p h o to g ra p h ,  b u t  a  moving  
p i c t u r e  o f  a  l e a d e r s h ip  r e l a t i o n s h i p  w i t h i n  t h e  f l o w  o f  a 
dynam ic o r g a n i z a t i o n .
N a t u r a l i s t i c  o r  q u a l i t a t i v e  r e s e a r c h  a ls o  r e q u i r e s  an 
approach  t h a t  i s  "as  p u r e ly  i n d u c t i v e  as p o s s ib le "  
( M in t z b e r g ,  1 9 8 3 ,  p .  1 0 8 ) .  M in t z b e r g  e x p la in e d  t h e  need t o  
m easure many e le m e n ts  w i t h i n  th e  c o n t e x t  and lan g u ag e  o f  t h e  
o r g a n i z a t io n  r a t h e r  th a n  a t te m p t  an o b j e c t i v e  a n a l y s is  o f  a  
few  f a c t o r s  o u t s i d e  o f  t h e i r  s u r r o u n d in g .  L a w le r  ( 1 9 7 2 )  
c a l l e d  t h i s  a p p ro ac h  a d a p t iv e  r e s e a r c h  d e s ig n ,  and my ta s k  
i s  t o  " c a s t  a b ro a d  measurem ent n e t — m e asu rin g  as many 
v a r i a b l e s  as p o s s i b l e — in  o r d e r  t o  c a p t u r e  u n in te n d e d  
consequences , u n e x p e c te d  i n t e r v e n t i o n s ,  and o t h e r  
u n p r e d ic t a b le  t u r n s  o f  e v e n ts "  (Cummings e t  a l . ,  1 98 5 , pp.  
2 8 6 - 2 8 7 ) .  T h is  im m ers ion  in  t h e  c o n t e x t  o f  th e  e x p e r ie n c e  
and t h e  use o f  i n d u c t i v e  te c h n iq u e s  i s ,  a c c o rd in g  t o  
M in t z b e r g ,  n e c e s s a ry  in  o r d e r  t o  com bine t h e  d e t e c t i v e  work  
o f  th e  r e s e a r c h e r  w i t h  t h e  c r e a t i v e  le a p  r e q u i r e d  t o  
d e s c r ib e  t h e  phenomena under s t u d y .
I n  t h i s  r e s e a r c h  I  a t te m p te d  t o  p r o v id e  an 
u n d e rs ta n d in g  o f  and g iv e  meaning t o  t h e  le a d e r s h ip  
r e l a t i o n s h i p  w i t h i n  t h e  p a r t i c u l a r  c o n t e x t  o f  NACA in  th e
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s p i r i t  o f  n a t u r a l i s t i c  r e s e a r c h  t r a d i t i o n  ( B a n t z ,  1983;  
G la s e r  & S t r a u s s ,  1967 ; M a r s h a l l ,  1 9 8 5 ) .  How ever, I  d i d  n o t  
assume t h a t  I  e n t e r e d  t h e  s tu d y  w i t h  no p r i o r  c o n c e p tu a l  
e x p e c t a t i o n s  o r  w i t h  a " t a b u l a  ro s a  m in d ” ( E r ic k s o n ,  1 9 8 6 ,  
p . 1 4 0 ) .  I  engaged in  t h i s  r e s e a r c h  w i t h  p a r t i c u l a r  b ia s e s  
o r  b e l i e f s  a b o u t  th e  n a t u r e  o f  l e a d e r s h ip ,  th e  a c t io n s  o f  
S l a g l e ,  and t h e  o p e r a t io n  o f  NACA. E a r ly  in  t h e  p r o j e c t  I  
s t r i v e d  t o  c o n s id e r  th e s e  b ia s e s  and t o  u n co ver  e v id e n c e  
w hich  b o th  s u p p o r te d  and d is c o n f i r m e d  them . I  t h e r e f o r e  
e n te r e d  t h i s  n a t u r a l i s t i c  s tu d y  w i t h  t h e  approach  d e s c r ib e d  
by E r ic k s o n ,  u n d e rs ta n d in g  t h a t  w h i l e  t h e  p ro c e s s  w ould  be 
e m e rg e n t ,  i t  w ould be shaped by t h e  c o n s t a n t ,  s t r a t e g i c  
d e c is io n s  I  had t o  make, such as w here  t o  go, who t o  t a l k  
t o ,  w hat t o  o b s e rv e .
P a r t i c i p a n t s  and S i t e  S e l e c t i o n
The c e n t r a l  c h a r a c t e r  in  t h i s  s tu d y  i s  S tephen S l a g l e ,  
s e le c t e d  because  I  b e l ie v e d  he has been a t r a n s f o r m a t i o n a l  
l e a d e r .  The p a r t i c i p a n t s  in  t h e  s tu d y  a r e  th o s e  v o l u n t e e r s  
and em p lo yees  w i t h  whom S l a g l e  i n t e r a c t e d  in  h i s  r o l e  as  
E x e c u t iv e  D i r e c t o r  o f  NACA.
The s e l e c t i o n  o f  S l a g l e  was based on th e  f a m i l i a r i t y  I  
have had w i t h  him d u r in g  t h e  e i g h t  y e a rs  he has s e rv e d  t h e  
A s s o c i a t i o n .  I  s e rv e d  f o r  t h r e e  y e a rs  on th e  Board o f  
D i r e c t o r s  o f  t h e  o r g a n i z a t i o n ,  two y e a rs  o f  w hich  I  a ls o  
f u n c t io n e d  as  v ic e  c h a i r p e r s o n .  D u r in g  t h i s  p e r io d  and f o r
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some y e a r s  p r i o r  t o  1982 when I  h e ld  r e g io n a l  p o s i t i o n s  in  
t h e  A s s o c i a t i o n ,  I  o b served  S l a g l e  in  numerous fo rm a l  and  
in fo r m a l  s e t t i n g s  w i t h  b o th  em p lo yees  and v o l u n t e e r s .
S i t e  S e l e c t i o n
O b s e r v a t io n s  and o t h e r  m ethods used in  t h i s  s tu d y  had 
t o  o c c u r  a t  s i t e s  and t im e s  when S l a g l e  i n t e r a c t e d  w i t h  th e  
o t h e r s .  The t im e s  and s i t e s  o f  d a t a  g a t h e r in g  w ere  th u s  
t i e d  t o  t h e  s c h e d u le  o f  t h e  B oard  o f  D i r e c t o r s  and o t h e r  
p o l i c y  m aking and program  p la n n in g  c o m m ittees  o f  th e  
A s s o c ia t io n .
D is c u s s io n s  r e g a r d in g  t h i s  p r o j e c t  w ere  f i r s t  h e ld  w i t h  
S l a g l e  in  Los A n g e le s ,  C a l i f o r n i a  in  O c to b e r ,  1 987 . I  
s h are d  w i t h  S l a g l e  my id e a s ,  and we c o n s id e re d  any p ro b lem s  
o r  b e n e f i t s  e i t h e r  he o r  t h e  A s s o c ia t io n  m ig h t  r e a l i z e  fro m  
t h i s  u n d e r t a k in g .  A f t e r  h i s  a p p ro v a l  was r e c e iv e d  f o r  t h e  
s tu d y ,  I  c o n ta c t e d  th e  Chairwoman o f  th e  NACA Board o f  
D i r e c t o r s ,  d e s c r ib e d  th e  n a t u r e  o f  th e  s tu d y ,  and r e c e iv e d  
h e r  a u t h o r i z a t i o n  t o  p ro c e e d .
The f i r s t  phase o f  t h e  s tu d y  to o k  p la c e  d u r in g  e i g h t  
days in  F e b r u a r y ,  1 9 8 8 , in  W a s h in g to n ,  DC d u r in g  t h e  w i n t e r  
m e et in g  o f  t h e  Board o f  D i r e c t o r s  a t  th e  A s s o c i a t i o n ’ s 
annua l n a t i o n a l  c o n v e n t io n .  A l l  r e g io n a l  and n a t i o n a l  
c o m m itte e  v o l u n t e e r s  as w e l l  as  numerous em ployees  fro m  th e  
n a t io n a l  o f f i c e  w ere  p r e s e n t .  The f o u r  days o f  m e e t in g s  
p r i o r  t o  th e  c o n v e n t io n  p e r m i t t e d  me many o p p o r t u n i t i e s  f o r
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o b s e r v a t io n s  i n  fo rm a l  and in f o r m a l  s e t t i n g s  as  w e l l  as  
access  t o  key  p e rs o n n e l  f o r  i n t e r v i e w s  and d is c u s s io n s .  
D u r in g  t h e  f i v e  days o f  t h e  c o n v e n t io n  I  c o n ta c t e d  
in fo r m a n ts  t o  f o l l o w  up on is s u e s  o r  q u e s t io n s  r a is e d  d u r in g  
th e  m e e t in g s  and I  made a d d i t i o n a l  o b s e r v a t io n s  a t  fo rm a l  
r e c e p t io n s ,  s o c i a l  g a t h e r in g s ,  and s u p p le m e n ta l  m e e t in g s .
The second p e r io d  o f  d a t a  g a t h e r in g  o c c u r r e d  in  May, 
1988 a t  t h e  f i r s t  m e e t in g  o f  t h e  new E x e c u t iv e  C om m ittee  o f  
th e  Board o f  D i r e c t o r s .  T h is  m e e t in g  was h e ld  a t  th e  
n a t io n a l  o f f i c e  i n  C o lu m b ia , S o u th  C a r o l i n a .  T h is  m e e t in g  
a l lo w e d  me t o  o b s e rv e  S l a g l e ’ s i n t e r a c t i o n  w i t h  b o th  
A s s o c ia t io n  o f f i c e r s  and o f f i c e  s t a f f  as  w e l l  as  p r o v id in g  
an o p p o r t u n i t y  f o r  a r e v ie w  o f  A s s o c ia t io n  docum ents,  
p u b l i c a t i o n s ,  and c o rre s p o n d e n c e .
D u r in g  th e s e  f i v e  days in  C o lu m b ia ,  I  was in  c o n s t a n t  
c o n t a c t  w i t h  t h e  o f f i c e r s  o f  t h e  A s s o c ia t io n ,  m e e t in g ,  
d in i n g ,  and b e in g  housed w i t h  them . I  was a ls o  g iv e n  th e  
freedom  t o  spend t im e  in  th e  o f f i c e s  o f  th e  A s s o c ia t io n ,  
m e et in g  w i t h  s t a f f  and o b s e r v in g  t h e i r  i n t e r a c t i o n s .  In  
a d d i t i o n ,  S l a g l e  g ra n te d  me c o m p le te  access  t o  h is  p e rs o n a l  
o f f i c e  and i n s t r u c t e d  h is  s e c r e t a r y  t o  make a l l  o f  h i s  f i l e s  
and c o rre s p o n d e n c e  a v a i l a b l e  t o  me. A l l  em plo yees  o f  th e  
A s s o c ia t io n  w ere  e x t r e m e ly  c o o p e r a t i v e  and in  f a c t  v e ry  open  
to  p a r t i c i p a t i n g  in  t h i s  s tu d y .
O b s e r v a t io n s  and i n t e r v i e w s  a ls o  to o k  p la c e  d u r in g  th e  
w e e k - lo n g  Board  o f  D i r e c t o r s  m e e t in g  in  J u l y ,  1988 in
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F a y e t t e v i l l e ,  A rk a n s a s .  The summer m e e t in g  has h i s t o r i c a l l y  
been t h e  most p r o d u c t i v e  m e e t in g  f o r  th e  Board s in c e  th e  
d u t i e s  and r e s p o n s i b i l i t i e s  o f  t h e  n a t i o n a l  c o n v e n t io n  o f t e n  
become a  p o t e n t  d i s t r a c t i o n  d u r in g  t h e  F e b ru a ry  m e e t in g .  A 
few  key  o f f i c e  e m p lo yees  a s  w e l l  as r e g io n a l  and n a t i o n a l  
v o l u n t e e r s  a t t e n d e d  t h i s  m e e t in g .
The f o u r t h  p e r io d  f o r  d a t a  g a t h e r in g  was d u r in g  t h e  
E x e c u t iv e  C o m m ittee  m e e t in g  in  November, 1988 in  Los  
A n g e le s ,  C a l i f o r n i a .  A d d i t i o n a l  i n t e r v i e w s  and d is c u s s io n s  
w i t h  in fo r m a n ts  w ere  h e ld  a t  v a r io u s  t im e s  d u r in g  t h e  w i n t e r  
o f  1989 , b o th  in  p e rso n  and on t h e  te le p h o n e .  F in a l  
i n t e r v i e w s ,  o b s e r v a t i o n s ,  and d is c u s s io n s  to o k  p la c e  d u r in g  
th e  F e b r u a r y ,  1989 Board  m e e t in g  and n a t i o n a l  c o n v e n t io n  in  
N a s h v i l l e ,  T e n n e ss e e .
P a r t i c i p a n t s
NACA was s e l e c t e d  as  t h e  venue f o r  t h i s  s tu d y  because  
my f a m i l i a r i t y  w i t h  t h e  a c t i v i t i e s  o f  th e  A s s o c ia t io n  had 
le d  me t o  b e l i e v e  t r a n s f o r m a t i o n a l  l e a d e r s h ip  has been  
p r e s e n t  d u r in g  th e  r e c e n t  p a s t .  S l a g l e  was s e l e c t e d  as th e  
key s u b j e c t  in  th e  s tu d y  f o r  t h r e e  re a s o n s .  F i r s t ,  many o f  
t h e  t r a n s f o r m a t i v e  changes  in  t h e  o r g a n i z a t io n  have o c c u r re d  
s in c e  h is  s e l e c t i o n  as E x e c u t iv e  D i r e c t o r .  Second, a l th o u g h  
h is  p o s i t i o n  p la c e s  him  i n  an im p o r ta n t  p o s i t i o n  o f  power  
and i n f l u e n c e ,  he does n o t  s e r v e  as th e  CEO e i t h e r  o v e r t l y  
o r  c o v e r t l y .  T h is  p r o v id e d  me w i t h  th e  o p p o r t u n i t y  t o  s tu d y
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t r a n s f o r m a t i o n a l  l e a d e r s h i p  in  c irc u m s ta n c e s  d i f f e r e n t  th a n  
most o t h e r  r e c e n t  s t u d i e s  w h ich  have fo c u s e d  on i n d i v i d u a l s  
who by t h e i r  p o s i t i o n  d i r e c t  t h e i r  o r g a n i z a t i o n .  The f i n a l  
reason  f o r  my s e l e c t i o n  o f  S l a g l e  was t h a t  he a l s o  does n o t  
exude th o s e  c h a r i s m a t ic  b e h a v io r s  possessed by t h e  s u b je c t s  
in  many o t h e r  l e a d e r s h ip  s t u d i e s .
W ith  S l a g l e  s e r v i n g  as  t h e  c e n t r a l  c h a r a c t e r  in  t h i s  
s tu d y ,  and fro m  my u n d e r s t a n d in g  o f  t h e  A s s o c i a t i o n ’ s 
o p e r a t io n  g a in e d  f ro m  p r i o r  e x p e r ie n c e  w i t h  i t ,  I  d e te rm in e d  
t h a t  f o u r  key  s t a f f  e m p lo yees  in  th e  n a t i o n a l  o f f i c e  and th e  
c h a i r s  o f  t h e  NACA B oard  o f  D i r e c t o r s  w ould  be t h e  c o re  
group t o  i n t e r v i e w  as  s o u rc e s  o f  in f o r m a t io n  f o r  t h i s  s tu d y .  
S t a r t i n g  w i t h  th e  i n d i v i d u a l  who s e rv e d  as C h a i r  o f  th e  
Board when S l a g l e  was h i r e d ,  I  was a b le  t o  i n t e r v i e w  each o f  
th e  seven  c h a i r s  o f  t h e  Board as w e l l  as  t h e  key  e m p lo yees .  
A t t h e  end o f  each i n t e r v i e w ,  I  asked each s u b j e c t  t o  name 
t h r e e  p e o p le  w i t h  whom I  s h o u ld  meet in  o r d e r  t o  u n d e rs ta n d  
S la g le  and changes in  t h e  A s s o c ia t io n .  T h is  p ro d u ced  a 
l a r g e r  poo l o f  p e o p le  (A p p e n d ix  A) fro m  w hich  t o  draw  
in f o r m a t io n  th ro u g h  fo r m a l  i n t e r v i e w s .
As t h e  d a ta  b e in g  g a th e r e d  ap peared  t o  be 
o v e rw h e lm in g ly  in  s u p p o r t  o f  my p r e l i m i n a r y  t h e o r i e s ,  I  
sought o u t  d is c o n f i r m i n g  s o u rc e s ,  as was recommended by 
E r ic k s o n  ( 1 9 8 6 ) .  Key in fo r m a n ts  p ro v id e d  me w i t h  t h e  names 
o f  t h r e e  p a s t  o r  p r e s e n t  v o lu n t e e r s  who w ere  t h o u g h t  n o t  t o  
be in  f u l l  s u p p o r t  o f  S l a g l e  and th e  d i r e c t i o n  NACA has
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ta k e n  s in c e  h i s  h i r i n g .  I  was a b le  c o n t a c t  and co n d u c t  
i n t e r v i e w s  w i t h  tw o o f  th e s e  i n d i v i d u a l s .
I n  t o t a l ,  fo r m a l  in t e r v i e w s  w ere  h e ld  w i t h  f o u r t e e n  
NACA v o l u n t e e r s  and n in e  p r e s e n t  o r  fo rm e r  em p lo yees  in  th e  
n a t i o n a l  o f f i c e .  S ix  i n d i v i d u a l s  a ls o  r e c e iv e d  second  
i n t e r v i e w s .  T h e re  w ere  numerous a d d i t i o n a l  s h o r t ,  in fo r m a l  
d is c u s s io n s  w i t h  most o f  t h e  p a r t i c i p a n t s .  S l a g l e  was 
f o r m a l l y  in t e r v i e w e d  s i x  t im e s  f o r  a t o t a l  o f  o v e r  seven  
h o u rs .  T h e re  w ere  a ls o  numerous, b r i e f ,  f i v e  o r  t e n  m in u te  
d is c u s s io n s  w i t h  S l a g l e  a t  r e c e p t io n s ,  d i n n e r s ,  r i d e s  in  th e  
c a r  and e l e v a t o r s ,  o r  w h i l e  r e la x i n g  in  lo u n g e s .
My f a m i l i a r i t y  i n  t h e  A s s o c ia t io n  and t h e  c o o p e r a t io n  
o f  members o f  t h e  o r g a n i z a t i o n  w i t h  t h i s  s tu d y  p e r m i t t e d  me 
many s h o r t  c o n v e r s a t io n s  w i t h  o t h e r  members o f  t h e  Board o f  
D i r e c t o r s ,  r e g io n a l  v o l u n t e e r s ,  and o f f i c e  s t a f f  members. 
W h ile  I  u s u a l l y  began th e s e  c o n v e r s a t io n s  r e g a r d in g  a 
s p e c i f i c  is s u e  o r  q u e s t io n ,  I  d is c o v e re d  p e o p le  would  o f t e n  
seek me o u t  t o  d is c u s s  th e  s tu d y  and v o l u n t e e r  o p in io n s  o r  
i n f o r m a t i o n .  Some o f  t h i s  u n s o l i c i t e d  d a t a  became u s e f u l  
and was c o n f i r m e d  th ro u g h  o t h e r  s o u rc e s .
In s t r u m e n t a t i  on 
The n a t u r a l i s t i c  model f o r  re s e a rc h  c a l l s  f o r  th e  
r e s e a r c h e r  as a human b e in g  t o  s e r v e  as th e  in s t r u m e n t .  In
t h i s  manner I  was " i n c l i n e d  to w a rd  methods t h a t  a r e  
e x t e n s io n s  o f  norm al human a c t i v i t i e s "  and t h e r e f o r e  used
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a c t i v i t i e s  such as " i n t e r v i e w i n g ,  o b s e r v in g ,  m in in g  
a v a i l a b l e  docum ents and r e c o r d s ,  t a k i n g  a c c o u n t  o f  n o n v e rb a l  
c u es , and i n t e r p r e t i n g  i n a d v e r t e n t  u n o b t r u s iv e  m easures"  
( L in c o ln  and Guba, 19 8 5 , p .  1 9 9 ) .
The e x a c t  d e s ig n  o f  t h i s  s tu d y  was em erg en t and f lo w e d  
w i t h  t h e  d a t a  and in f o r m a t io n  as  th e y  w ere  u n c o v ere d . The  
r e s e a rc h  d e s ig n  was e m erg e n t because  m eaning had t o  be 
d e te rm in e d  by i t s  c o n t e x t ,  because  o f  th e  e x is t e n c e  o f  
m u l t i p l e  r e a l i t i e s ,  and because  m eanings a r e  a ls o  c o n t in g e n t  
on th e  i n t e r a c t i o n  between r e s e a r c h  and t h e  c o n t e x t  (G e e r ,  
1969 , p .  2 0 8 ) .
T h is  r e s e a r c h  a p proach  c a l l e d  f o r  me t o  d e v e lo p  
p r e l i m i n a r y  c o n c lu s io n s  fro m  my o b s e r v a t io n s  and in t e r v ie w s  
and th e n  t e s t  them th ro u g h  f u r t h e r  o b s e r v a t io n s  (Dodge and 
Bogdan, 1 9 7 4 ) .  I  c o n t in u e d  t h i s  p ro c e s s  o f  re s e a rc h  u n t i l  
two c o n d i t io n s  e x i s t e d .  F i r s t  was when c o n t in u e d  re s e a rc h  
y ie ld e d  " red u n d an cy  w i t h o u t  u s e f u l  r e in f o r c e m e n t  o r  produced  
s e r i o u s l y  d im in is h in g  r e t u r n s "  (Guba and L in c o ln ,  1985 , p. 
1 0 0 ) .  The second s ig n a l  f o r  t h e  end o f  t h e  d a ta  g a t h e r in g  
p ro cess  was when th e  d a ta  on t h e  r e l a t i o n s h i p s  and c o n t e x t  
f e l t  i n t e g r a t e d  and th e  a v a i l a b l e  in f o r m a t io n  c o n verg ed .
R e s e a rc h e r  as In s t r u m e n t
A key d e c is io n  I  had t o  make in  th e  b e g in n in g  o f  t h i s  
p r o j e c t  was w h e th e r  I ,  as th e  in s t r u m e n t  in  t h i s  s tu d y ,  had 
th e  r e q u i s i t e  s k i l l s  f o r  t h e  i n t e r v i e w s  and o b s e r v a t io n s
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r e q u i r e d  i n  t h i s  r e s e a r c h  a p p ro a c h .  T h is  r e v ie w  c o n s id e re d  
f o u r  a r e a s  in  my b a ck g ro u n d : e d u c a t io n a l  e x p e r ie n c e ,  
p r o f e s s io n a l  e x p e r ie n c e ,  f a m i l i a r i t y  w i t h  t h e  purpose  and 
o p e r a t io n  o f  t h e  o r g a n i z a t i o n ,  and e x p e r ie n c e  g a in e d  in  
p r i o r  r e s e a r c h  p r o j e c t s .
An im p o r t a n t  p a r t  o f  my e d u c a t io n a l  e x p e r ie n c e  w hich  
c o n t r i b u t e d  t o  my r e s e a r c h  s k i l l s  was d e v e lo p e d  d u r in g  my 
m a s t e r ’ s d e g re e  program  in  s t u d e n t  p e rs o n n e l  a d m in is t r a t i o n  
a t  I n d i a n a  U n i v e r s i t y .  My i n t e r v i e w  s k i l l s  were e v a lu a t e d  
and im proved  d u r in g  t h e  c o u n s e l in g  segm ent o f  t h i s  program ,  
which in c lu d e d  t h e  v id e o  t a p i n g  o f  i n t e r v i e w  s e s s io n s  and 
th e  c r i t i q u e  o f  my te c h n iq u e  by p r o f e s s o r s .  The program  a t  
I n d i a n a  U n i v e r s i t y  p la c e d  c o n s id e r a b le  fo c u s  on th e  a d v is in g  
r o l e  o f  s t u d e n t  p e rs o n n e l  a d m i n i s t r a t o r s .  H e re ,  s k i l l s  in  
o b s e r v in g  and a d v is in g  c o m m it te e s  and g ro u p s  were ta u g h t  and  
p r a c t i c e d .
R esearch  te c h n iq u e s  w ere  a l s o  le a r n e d  and im proved  
d u r in g  my s t u d ie s  a t  t h e  U n i v e r s i t y  o f  San D ie g o .  H e re ,  I  
le a r n e d  t h e  te c h n iq u e s  f o r  t a k i n g  f i e l d  n o te s  and t h e  
s y s te m iz e d  ap p ro ach  f o r  o r g a n i z in g  and a n a ly z in g  q u a l i t a t i v e  
re s e a rc h  i n f o r m a t i o n .
A d d i t i o n a l  e d u c a t io n a l  o p p o r t u n i t i e s  have come th ro u g h  
p a r t i c i p a t i o n  in  p r o f e s s i o n a l  c o n fe r e n c e s  o f  e d u c a t io n a l  
a s s o c ia t io n s  a t  th e  n a t i o n a l  and r e g io n a l  l e v e l s .  D u r in g  
th e  p a s t  f i f t e e n  y e a r s  I  have a t t e n d e d  o v e r  f i f t y  such  
p r o f e s s io n a l  c o n fe re n c e s  and p a r t i c i p a t e d  in  many
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e d u c a t io n a l  p r e s e n t a t i o n s  and w orkshops on o b s e r v in g ,  
a d v i s i n g ,  and im p ro v in g  t h e  f u n c t i o n i n g  o f  g roups and 
c o m m it te e s .  I  h ave  fo u n d  t h a t  many o f  th e s e  s k i l l s  were  
t r a n s f e r a b l e  t o  my r e s e a r c h  i n  t h i s  s t u d y .
I  a ls o  fo u n d  t h a t  my p r o f e s s i o n a l  e x p e r ie n c e s  
c o n t r i b u t e d  t o  p r o v id in g  me w i t h  t h e  n e c e s s a ry  s k i l l s  f o r  
t h i s  p r o j e c t .  F o r  t w e lv e  y e a r s  a t  two d i f f e r e n t  c o l le g e s  I  
was r e s p o n s ib le  f o r  a n n u a l l y  a d v is in g  f i v e  p o l i c y  m aking  
a n d /o r  b u d g e ta ry  c o m m it te e s  w h ich  met on a  w e e k ly  b a s is .  In  
t h e  c o n t e x t  o f  th e s e  g ro u p s ,  my a d v is in g  r e s p o n s i b i l i t i e s  
in c lu d e d  b o th  o b s e r v in g  t h e  p r o c e s s  as  w e l l  as t h e  p r o d u c t  
o f  th e s e  g roups w h i l e  a ls o  p r o v i d in g  them  w i t h  t h e  n e c e s s a ry  
i n f o r m a t io n  o r  g roup  p ro c e s s  s k i l l s  t o  a c c o m p lis h  t h e i r  
g o a ls .  A d d i t i o n a l  r e s p o n s i b i l i t i e s  in c lu d e d  w o rk in g  w i t h  
i n d i v i d u a l s  in  th e s e  g ro u p s  t o  im prove  t h e i r  management o r  
l e a d e r s h ip  s k i l l s ,  and t o  s u p p o r t  and e n co u rag e  le a d e r s h ip  
when i t  o c c u r r e d .  T h is  e x p e r ie n c e  has p r o v id e d  me w i t h  
h i g h l y  tu n e d  o b s e r v a t io n  s k i l l s  r e g a r d in g  th e  f u n c t i o n i n g  o f  
c o m m itte e s  and g ro u p s .
My f a m i l i a r i t y  w i t h  t h e  p u rp o s e  and o p e r a t io n  o f  NACA 
comes fro m  my te n  y e a r s  o f  s e r v i c e  in  p o s i t i o n s  o f  a u t h o r i t y  
in  th e  o r g a n i z a t i o n .  F o r  seven  y e a r s  I  s e rv e d  in  v a r io u s  
p o s i t i o n s  in  t h e  New E n g lan d  r e g io n  o f  NACA. H e r e ,  my 
r e s p o n s i b i l i t i e s  in c lu d e d  t h r e e  y e a r s  o f  d i r e c t i n g  a l l  
r e g io n a l  a c t i v i t i e s  o f  t h e  A s s o c i a t i o n  and one y e a r  o f  
c h a i r i n g  a t h r e e  d a y ,  r e g io n a l  c o n fe r e n c e  w i t h  80 e x h i b i t i n g
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
f i r m s ,  120 e d u c a t io n a l  s e s s io n s ,  t h e  show casing  o f  35 l i v e  
p e r fo r m e rs  o r  a c t s ,  and o v e r  800  d e le g a t e s .  I  was th e n  
e l e c t e d  by t h e  n a t i o n a l  members t o  s e r v e  on t h e  NACA Board  
o f  D i r e c t o r s  f o r  a  t h r e e  y e a r  te r m .  D u r in g  t h e  l a s t  two  
y e a r s  o f  t h i s  te rm  I  was a ls o  e l e c t e d  t o  s e rv e  a  V ic e  C h a i r  
f o r  r e g io n s .  The c o o r d i n a t io n  o f  t h e  a c t i v i t i e s  o f  th e  
e le v e n  r e g io n s  o f  t h e  A s s o c ia t io n  p la c e d  me i n  a  p o s i t i o n  t o  
o v e rs e e  a m a j o r i t y  o f  th e  program s and s e r v ic e s  d e l i v e r e d  t o  
s c h o o ls  by t h e  o r g a n i z a t i o n .  As V ic e  C h a i r  I  s e rv e d  on th e  
E x e c u t iv e  C om m ittee  o f  t h e  Board  o f  D i r e c t o r s  and th u s  was 
i n  a p o s i t i o n  Lo r e c e iv e  u p d a te d  in f o r m a t io n  on a l l  is s u e s  
c o n c e rn in g  NACA. I  a ls o  p a r t i c i p a t e d  as a member o f  th e  
Board in  th e  v o te  t o  h i r e  S l a g l e  in  1 9 8 3 ,  and I  was 
p r e p a r in g  t o  b e g in  my te rm  as V ic e  C h a i r  as he assumed h i s  
p o s i t i o n  as E x e c u t iv e  D i r e c t o r .
T h is  f a m i l i a r i t y  w i t h  t h e  o r g a n i z a t io n  was a  d o u b le  
edged sword . Both Whyte ( 1 9 8 1 )  and K o t t e r  ( 1 9 8 2 )  d is c u s s e d  
how access  t o  th e  r e s e a r c h  s i t e  and c o o p e ra t io n  o f  th o s e  
i n v o lv e d  was u s u a l l y  a m a jo r  p ro b le m  f o r  th e  r e s e a r c h e r .  My 
p a s t  e x p e r ie n c e  in  NACA was o f  g r e a t  b e n e f i t  f o r  t h e  s tu d y  
i n  g a in in g  access  and c o o p e r a t io n  fro m  v o lu n t e e r s  and  
em ployees o f  t h e  A s s o c ia t io n .  A t  t h e  same t im e  t h i s  v e r y  
im m ers ion  in  t h e  re s e a rc h  c ir c u m s ta n c e s  co u ld  have le d  t o  my 
g o in g  n a t i v e ,  o f  lo s in g  my r o l e  as a r e s e a r c h e r  and become 
b u t  a n o th e r  p a r t i c i p a n t  i n  t h e  s i t u a t i o n .  I  com bated th e s e  
te n d e n c ie s  in  a number o f  w ays . F i r s t ,  I  t r i e d  t o  fo c u s  on
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n e g a t iv e  in s ta n c e s  t o  b a la n c e  t h e  s u p p o r t iv e  d a t a  I  was 
r e c e i v i n g .  S e c o n d ly ,  I  e n t e r e d  t h e  re s e a rc h  p ro c e s s  w i t h  
th e  w i l l i n g n e s s  t o  be p ro v e n  w rong , and I  was s u r p r is e d  a t  
some o f  t h e  o b s e r v a t io n s  I  e n c o u n te re d  and c o n c lu s io n s  I
drew in  th e  s t u d y .  T h i r d l y ,  I  k e p t  a  s e p a r a te  n o teb o o k  f o r
my f e e l i n g s  and th o u g h ts  a b o u t  th e  p ro c e s s ,  w h ich  h e lp e d  t o
draw me o u t  o f  th e  c o n t e n t  and r e i n f o r c e  my r o l e  as a
r e s e a r c h e r .  And f i n a l l y ,  I  a t te m p te d  t o  make c l e a r  t o  a l l  
p a r t i c i p a n t s  i n  t h e  s tu d y  my new r o l e  as a r e s e a r c h e r .
My su ccess  a t  t h i s  l a t e r  p o i n t  was c o n f irm e d  to w a rd  t h e  
end o f  th e  F e b r u a r y ,  1988 Board m e e t in g  by comments by 
Raymon P a r k e r ,  th e n  C h a i r - e l e c t  o f  NACA. P a r k e r  and o t h e r s  
had i n v i t e d  me a number o f  t im e s  t o  p r i v a t e  p a r t i e s  o r  
r e c e p t io n s  in  th e  Board  o f  D i r e c t o r s  s u i t e  in  th e  h o t e l  
d u r in g  th e  m e e t in g s  and c o n v e n t io n ,  b u t  I  r e fu s e d  a l l  
i n v i t a t i o n s  u n le s s  I  knew S l a g l e  would  be p r e s e n t .  A t  th e  
end o f  th e  c o n v e n t io n  P a r k e r  c o n f id e d  t h a t  a t  f i r s t  he was a  
b i t  ta k e n  aback  by my a b s e n c e ,  p e rh ap s  because I  had been a 
r e g u la r  p a r t i c i p a n t  i n  p a s t  y e a r s ,  b u t  th e n  he s t a t e d  he 
r e a l i z e d  t h a t  my absence  was p r o b a b ly  my way o f  show ing t h a t  
a t  t h i s  p o i n t  in  t im e  I  had a d i f f e r e n t  r o l e .  A t  t h e  l a t e r  
m e et in g s  in  May and J u l y ,  1 9 8 8 ,  I  f e l t  v o lu n t e e r s  and 
em ployees a c c e p te d  my p re s e n c e  a t  b o th  fo rm a l  and s o c ia l  
a c t i v i t i e s  as a welcome g u e s t  w h e th e r  I  q u i e t l y  o b s erv e d  and 
a t te m p te d  t o  become i n v i s i b l e  o r  p a r t i c i p a t e d  in  th e  
g a t h e r i  ng.
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The f i n a l  a r e a  I  r e v ie w e d  was o f  t h e  e x p e r ie n c e  I  had 
in  c a r r y i n g  o u t  q u a l i t a t i v e  r e s e a r c h  p r o j e c t s ,  i n c lu d i n g  
i n t e r v i e w s ,  o b s e r v a t io n s ,  and t h e  a n a l y s is  o f  t h e  d a t a  
g e n e r a te d .  Two p r o j e c t s  came t o  mind w hich  have p r o v id e d  me 
w i t h  t h i s  k in d  o f  e x p e r ie n c e .
The f i r s t  re s e a r c h  p r o j e c t  to o k  p la c e  fro m  J a n u a ry  
u n t i l  May, 1 9 8 7 .  I  had made an assum ption  t h a t  an owner o f  
a b u s in e s s  w i t h  whom I  was f a m i l i a r  was a t r a n s f o r m in g  
l e a d e r  as d e s c r ib e d  by Burns ( 1 9 7 8 ) .  I  s p e n t  a lm o s t  a  month  
w o rk in g  in  t h e  b u s in e s s  and s tu d y in g  th e  r e l a t i o n s h i p s  
p r e s e n t  as a  p a r t i c i p a n t  o b s e r v e r .  I n t e r v i e w s  w ere  h e ld  and  
ta p e  re c o rd e d  w i t h  o t h e r  em plo yees  and o b s e r v a t io n s  w ere  
made and n o te d  th ro u g h  t h e  use o f  f i e l d  n o te s .  I  a l s o  k e p t  
a d i a r y  as t o  my im p re s s io n s  o f  b o th  th e  p ro c e s s  o f  i n q u i r y  
and on th e  c o n t e n t  o f  t h e  s t u d y .  W h i le  th e  s tu d y  i t s e l f  d id  
n o t  r e v e a l  a t r a n s f o r m a t i o n a l  l e a d e r  b u t  r a t h e r ,  a 
c h a r is m a t ic  r e l a t i o n s h i p  in  an o r g a n i z a t io n  w h ich  f o s t e r e d  a  
c l im a t e  o f  q u e s t io n a b le  m o ra l s ta n d a r d s ,  I  d id  l e a r n  a g r e a t  
d e a l a b o u t re s e a r c h  te c h n iq u e s  and t h e  need f o r  th e  
r e s e a r c h e r  t o  re m ain  d e ta c h e d  and n o t  go n a t i v e .  I  a ls o  
c o n f r o n te d  and r e s o lv e d  t h e  is s u e  o f  h a v in g  my o r i g i n a l  
assum ption  b e in g  p ro v en  w rong .
The second re s e a rc h  p r o j e c t  in v o lv e d  e v a l u a t i n g  th e  
o p e r a t io n  o f  an o f f i c e  on a u n i v e r s i t y  campus. I  had began  
w o rk in g  p a r t  t im e  in  an o f f i c e  w here members w ere  s t r u g g l i n g  
t o  u p d a te  and u p g rad e  t h e i r  o p e r a t io n a l  sys te m s . W ith  t h e
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a p p ro v a l  and u r g in g  o f  o f f i c e  members, I  worked as  a  
p a r t i c i p a n t  o b s e r v e r ,  i n t e r v i e w i n g  members and o b s e r v in g  
o f f i c e  p r o c e s s e s .  C o m b in in g  t h e  d a t a  g e n e r a te d  h e r e  w i t h  
t h e  h i s t o r y  o f  t h e  o r g a n i z a t i o n  le d  t o  an e v a l u a t i o n  r e p o r t  
w i t h  recom m endations  f o r  c h an g es . H ere  a g a in  was an  
o p p o r t u n i t y  t o  hone my r e s e a r c h  s k i l l s  w h i l e  a ls o  r e c e i v i n g  
a c r i t i c a l  e v a l u a t i o n  o f  my w o rk .
I ,  t h e r e f o r e ,  b e l i e v e  my p r o f e s s io n a l  and e d u c a t io n a l  
e x p e r ie n c e s  h ave  p r o v id e d  me w i t h  th e  know ledge and s k i l l s  
t o  u n d e r ta k e  t h i s  r e s e a r c h  p r o j e c t .
D a ta  C o l l e c t i o n
C o l l e c t i o n  o f  d a t a  f o r  t h i s  p r o j e c t  was in  th e  fo rm  o f  
i n t e r v i e w s  o f  key  i n f o r m a n t s ,  o b s e r v a t io n s  o f  b o th  p o l i c y  
making c o m m it te e s  and o f f i c e  o p e r a t io n s ,  a re v ie w  o f  
A s s o c ia t io n  r e c o r d s  and docum ents , and th e  o b s e r v a t io n  and 
i n t e r p r e t a t i o n  o f  u n o b t r u s iv e  m easures . S y s te m iz e d  d a ta  
c o l l e c t i o n  o c c u r r e d  f ro m  F e b r u a r y ,  1988 th ro u g h  F e b r u a r y ,  
1989 .
I  a p p ro ach ed  t h i s  p ro c e s s  as  one o f  “p r o g r e s s iv e  
prob lem  s o l v i n g ,  in  w h ic h  is s u e s  o f  s a m p l in g ,  h y p o th e s is  
g e n e r a t io n ,  and h y p o t h e s is  t e s t i n g  go hand in  hand" 
( E r ic k s o n ,  1 98 6 , p .  1 4 0 ) .  As d is c u s s e d  by D e n z in  ( 1 9 7 1 ) ,  
L in c o ln  and Guba ( 1 9 8 5 ) ,  and Y in  ( 1 9 8 4 ) ,  I  s o u g h t m u l t i p l e  
so u rce s  o f  e v id e n c e  as a  method t o  in c r e a s e  th e  
c c n f i r m a b i 1 i t y  o f  t h e  d a t a  and c o n c lu s io n s  d e v e lo p e d  in  t h i s
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n a t u r a l i s t i c  i n q u i r y .
I n t e r v i e w s . The i n t e r v i e w  p ro c e s s  wets a key component 
in  t h e  c o l l e c t i o n  o f  d a t a  f o r  t h i s  s tu d y .  “The i n t e r v i e w  
has a  lo n g  and n o b le  h i s t o r y "  (L e v in s o n  & R o s e n th a l ,  1984 ,  
p . 8 )  and has become a  common t o o l  in  t h e  s tu d y  o f  
l e a d e r s h ip  and o r g a n i z a t i o n s  (B e n n is  & Nanus, 1985 ;
F r e ib e r g ,  1 9 8 7 ;  K a n t e r ,  1983 ; K o t t e r ,  1 9 8 2 , 1988 ; Kouzes & 
P o s n e r ,  1987 ; M accoby , 1981 ; O ’ T o o le ,  1985 ; P e t e r s  & A u s t in ,  
1985; P e t e r s  & W aterm an , 1982; P o t t s  & B e h r ,  1987 ; T ic h y  & 
Devanna, 1 9 8 6 a ) .
My a p p ro ac h  t o  t h e  i n t e r v i e w  p ro c e s s  was t o  f o l l o w  th e  
a d v ic e  o f  Whyte ( 1 9 8 4 ) ,  who u rg e d  f i e l d  w o rk e rs  n o t  t o  t r e a t  
p a r t i c i p a n t s  in  i n t e r v i e w s  o r  i n t e r a c t i o n s  as p a s s iv e  
re s p o n d e rs .  W h e th e r  d e s c r ib e d  as c o l l a b o r a t o r s  (Cummings e t  
a l . ,  1985 ; Goodman, 1985 ; W hyte , 1 9 8 1 )  o r  c o - i n v e s t i g a t o r s  
(B e n n is  & Nanus, 1 9 8 5 ;  T esch , 1 9 8 4 ) ,  I  a t te m p te d  t o  have th e  
p a r t i c i p a n t s  o f  t h e  i n t e r v i e w s  become in v o lv e d  in  th e  
p ro c e s s  o f  r e s e a r c h ,  t o  i n t e r e s t  them in  t h e  s u b j e c t  and 
t o p i c  r a t h e r  th a n  h a v in g  them s im p ly  s t a t i c a l l y  re sp o n d in g  
t o  my q u e s t io n s .  I  t r i e d  t o  have each  i n t e r v i e w  become an 
o p en-ended  d ia lo g u e  as d e s c r ib e d  by B en n is  & Nanus ( 1 9 8 5 ) ,  
Maccoby ( 1 9 8 8 )  and Tesch  ( 1 9 8 4 ) .  T h is  o f t e n  le d  i n d i v i d u a l s  
t o  o f f e r  exa m p les  o f  e v e n ts  o r  th o u g h ts  w h ich  le d  me t o  new 
d i r e c t i o n s  o f  i n v e s t i g a t i o n  o r  p r o v id e d  new i n s i g h t s .  I t  
a ls o  o f t e n  le d  t o  my e x p l a i n i n g  t h e  p ro c e s s  o f  n a t u r a l i s t i c
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i n q u i r y  a t  t h e  end o f  a number o f  th e  i n t e r v i e w s .
The f i r s t  s t e p  i n  each  i n t e r v i e w  was t o  a r r a n g e  a  t im e  
and p la c e  c o n v e n ie n t  t o  t h e  s u b j e c t .  O f t e n ,  t h i s  l e d  t o  
i n t e r v ie w s  b e in g  h e ld  in  p e o p le ’ s h o t e l  rooms o r  o f f i c e s ,  
and I  b e l i e v e  t h e y  w ere  more c o m fo r ta b le  and r e la x e d  when on 
t h e i r  own t u r f .  H o ld in g  t h e  in t e r v i e w s  i n  th e s e  l o c a t i o n s  
a ls o  a l lo w e d  t h e  p e rso n  t o  o f t e n  p r o v id e  me w i t h  c o p ie s  o f  
l e t t e r s  o r  r e p o r t s  t o  i l l u s t r a t e  an id e a  o r  e v e n t .  The 
n e g a t iv e  p a r t  o f  t h i s  p ro c e s s  was th e  t im e  I  s p e n t  a t  
c o n fe re n c e s  o r  m e e t in g s  w a i t i n g  f o r  s u b je c t s  t o  c a l l  t o  
a r ra n g e  an i n t e r v i e w  s e s s io n  when th e y  had an h o u r  b re a k  in  
t h e i r  busy s c h e d u le .  I n t e r v i e w s  began as e a r l y  as  7 : 0 0  a .  
m. and as l a t e  as  1 2 :0 0  m id n ig h t ,  and one l a t e  n i g h t  
i n t e r v i e w  had t o  be p o l i t e l y  ended and re s c h e d u le d  f o r  th e  
n e x t  day when I  r e a l i z e d  t h e  i n d i v i d u a l  had th o r o u g h ly  
e n jo y e d  h im s e l f  a t  a s o c i a l  g a t h e r in g  e a r l i e r  t h a t  e v e n in g  
and h is  th o u g h ts  w ere  somewhat c lo u d e d .  L ik e w is e ,  one e a r l y  
m orning i n t e r v i e w  had t o  be re s c h e d u le d  because t h e  
i n d i v i d u a l  a r r i v e d  w i t h  a h a n g o v er .
I n  d e v e lo p in g  a  f o r m a t  f o r  th e  i n t e r v i e w s ,  I  f i r s t  
re v ie w ed  th e  q u e s t i o n n a i r e s  and te c h n iq u e s  d e v e lo p e d  by 
o th e r  r e s e a r c h e r s  (B e n n is  & Nanus, 1985 ; K o t t e r ,  1 98 2 ;  
L ev inson  & R o s e n t h a l ,  1984; Maccoby, 1981 ; S p r a d le y ,  1979;  
W e l l e r ,  1 9 8 8 ) .  My ap p ro ach  was t o  use a m ix t u r e  o f  
d e s c r i p t i v e ,  s t r u c t u r a l ,  and c o n t r a s t  q u e s t io n s  as  d e s c r ib e d  
by S p ra d le y  ( 1 9 7 9 ) .  Each p erso n  was asked t o  d e s c r ib e  t h e i r
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background  and e x p e r ie n c e  in  th e  A s s o c ia t io n  and t h e  n a tu re  
and e x t e n t  o f  t h e i r  c o n t a c t  w i t h  S l a g l e .  Each i n d i v i d u a l  
was th e n  asked  t o  c o n t r a s t  b o th  S l a g l e  and th e  A s s o c ia t io n  
to d a y  w i t h  how th e y  w ere  seven y e a r s  ago and th e n  t o  
s p e c u la t e  on t h e  f u t u r e  o f  S l a g l e  and NACA. An a d d i t i o n a l  
common q u e s t io n  i n  a l l  i n t e r v i e w s  was t o  name t h r e e  persons  
w i t h  whom I  needed t o  speak  t o  r e a l l y  u n d e rs ta n d  S l a g l e  and 
NACA.
These common q u e s t io n s  w ere  s u p p lem e n te d  by bo th  
s p e c i f i c  q u e s t io n s  I  d e ve lo p e d  because o f  each  
p a r t i c i p a n t ’ s p a r t i c u l a r  background o r  f ro m  d a ta  g e n e ra te d  
e a r l i e r .  S in c e  d a t a  a n a l y s is  commenced w i t h  t h e  f i r s t  
g a t h e r in g  o f  d a t a ,  t h e  is s u e s  I  r a is e d  in  each d is c u s s io n  
w ere  a ls o  used t o  c o n f i r m  o r  deny d a ta  d is c o v e r e d  e a r l i e r  in  
t h e  r e s e a r c h  o r  t o  i n v e s t i g a t e  new avenues  o f  i n t e r e s t .  An 
exam ple  o f  t h i s  o c c u r r e d  d u r in g  my i n t e r v i e w  w i t h  L a r r y  
P a y to n ,  who was s e r v in g  as C h a i r  o f  th e  Board  o f  D i r e c t o r s  
when S l a g l e  was h i r e d .  P ay ton  was my f i r s t  i n t e r v i e w .
D u r in g  t h e  d is c u s s io n  o f  S l a g l e ,  P ay to n  m e n tio n e d  how he had 
n e v e r  r e a l l y  seen S l a g l e  d e f e a t e d ,  o f  how S l a g l e  a lw a y s  
seemed t o  be lo o k in g  fo r w a r d  and lo o ked  a t  d e f e a t s  as an 
o p p o r t u n i t y  t o  l e a r n .  T h is  is s u e  i n t e r e s t e d  me as a  t r a i t  
o f  b o th  S l a g l e  and t h e  A s s o c ia t io n ,  and i t  was in c o r p o r a t e d  
i n t o  f u t u r e  i n t e r v i e w s  w i t h  o t h e r  s u b je c t s .
D u r in g  each o f  th e  in t e r v i e w s  I  s u p p o r te d  t h e  responses  
o f  t h e  s u b je c t s  th ro u g h  v e r b a l  and n o n v e rb a l  c u es .  I
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e s p e c i a l l y  s u p p o r te d  t h e i r  t e l l i n g  s t o r i e s  t o  i l l u s t r a t e  
t h e i r  id e a s  o r  t o  r e c a p t u r e  e v e n t s ,  as i s  a d v o c a te d  by o t h e r  
r e s e a r c h e r s  (B e n n is  & Nanus, 1985 ; C a la s  & S m ir c ic h ,  1988 ;  
K o t t e r ,  1988 ; P e t e r s ,  1987 ; W aterm an, 1 9 8 7 ) .  A l l  i n t e r v i e w s  
w ere  a u d io  ta p e d  w i t h  t h e  p e rm is s io n  o f  t h e  s u b je c t s  and  
th e n  t r a n s c r i b e d  f o r  r e v ie w .
The i n t e r v i e w s  w i t h  S l a g l e  d i f f e r e d  th a n  th o s e  w i t h  
o t h e r  s u b je c t s  i n  both  c o n t e n t  and s t r u c t u r e .  Due t o  th e  
e x te n d e d  n a t u r e  o f  o u r  d is c u s s io n s ,  S l a g l e  o c c a s i o n a l l y  le d  
t h e  d ia lo g u e  beyond th e  NACA c o n t e x t  and i n t o  t h e o r e t i c a l  
d is c u s s io n s  a b o u t  l e a d e r s h ip ,  management, t h e  f u t u r e ,  and 
e d u c a t io n .  I  use th e  te rm  d is c u s s io n s  t o  d e s c r ib e  th e s e  
i n t e r v i e w s  because  th e y  o f t e n  became s t i m u l a t i n g  exchanges  
between two i n d i v i d u a l s  i n t e r e s t e d  in  e x p l o r i n g  th e  n a tu r e  
o f  l e a d e r s h ip .  I n  f a c t ,  a  fe w  months a f t e r  I  s topped  
c o l l e c t i n g  d a t a ,  S la g le  spoke w i t h  me on t h e  te le p h o n e  o f  
how he had m issed  o u r  d is c u s s io n s  a b o u t  l e a d e r s h ip ,  s in c e  he 
s t a t e d  he had fe w  o th e r s  w i t h  whom t o  s h a r e  h i s  v e r y  
p e rs o n a l  th o u g h ts  on t h i s  s u b j e c t .  I  b e l i e v e  S l a g l e  t r u l y  
became a c o - i n v e s t i g a t o r  in  t h i s  r e s e a r c h .
O b s e r v a t io n s . The g row ing  i n t e r e s t  and use o f  d i r e c t  
o b s e r v a t io n  in  s tu d y in g  l e a d e r s ,  and t h e  need f o r  t h e  use o f  
q u a l i t a t i v e  te c h n iq u e s  t o  u n r a v e l  t h e  le a d e r s h ip  
r e l a t i o n s h i p  was d e s c r ib e d  by Bryman ( 1 9 8 6 ) .  For  i f  
l e a d e r s h ip  i s  a  r e l a t i o n s h i p  and th u s  an i n t e r a c t i o n a l
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p r o c e s s ,  th e n  " o b s e r v a t io n s  must be used when t h e  v a r i a b l e s  
o f  r e s e a r c h  a r e  i n t e r a c t i v e  and i n t e r p e r s o n a l  i n  n a tu r e "  
( D e r l i n g e r ,  1 9 7 3 ,  p . 5 5 4 ) .  W h i le  L u th a n s  and Lockwood 
( 1 9 8 4 )  have d e v e lo p e d  an o b s e r v a t i o n a l  sys tem  f o r  l e a d e r s ,  
o b s e r v a t io n s  have been used in  a more n a t u r a l i s t i c  o r  
e m erg e n t fo rm  in  a number o f  r e c e n t  s t u d i e s  in  l e a d e r s h ip  
(B e n n is  & Nanus, 1985; K o t t e r ,  1988 ; M accoby, 1981 ; O ’ T o o le ,  
1 9 8 5 ) .
I n  a d d i t i o n ,  o b s e r v a t io n s  o c c u r r e d  d u r in g  32 h o u rs  o f  
fo rm a l  m e e t in g s  o f  th e  Board  o f  D i r e c t o r s  and 18 h o u rs  o f  
m e e t in g s  o f  t h e  E x e c u t iv e  C o m m itte e .  A t  v a r io u s  t im e s  
d u r in g  th e s e  o b s e r v a t io n s ,  a re c o r d  was k e p t  o f  t h e  number 
o f  t im e s  S l a g l e  o r  o t h e r  key i n d i v i d u a l s  i n i t i a t e d  o r  
responded  w i t h  p a r t i c u l a r  fo rm s  o f  c o m m u n ica t io n  ( g i v i n g  o r  
a s k in g  f o r  o p in io n ,  g i v in g  o r  a s k in g  f o r  in f o r m a t i o n ,  
c o r r e c t i n g  o r  s u p p o r t in g  s ta te m e n ts  by t h e  C h a i r ,  e t c . ) .  I  
a ls o  v i s i t e d  o t h e r  v o l u n t e e r  c o m m it te e s  f o r  o b s e r v a t io n s .
O b s e r v a t io n s  were a ls o  made d u r in g  many r e c e p t io n s ,  
d in n e r s ,  and o t h e r  s o c i a l  g a t h e r in g s  a t t e n d e d  by t h e  key  
v o l u n t e e r s  and em ployees o f  t h e  A s s o c i a t i o n .  My v i s i t  t o  
C o lu m b ia ,  South  C a r o l in a  a ls o  p r o v id e d  an o p p o r t u n i t y  t o  
o b s e rv e  th e  s t a f f  in  t h e  n a t i o n a l  o f f i c e  w h i l e  a t  w o rk .
F i e l d  n o t e s . F i e l d  n o te s  w ere  k e p t  and o r g a n iz e d  as  
w o rk in g  n o te s  as d e s c r ib e d  by A gar ( 1 9 8 0 ) .  These n o te s  w ere  
a r e c o r d  o f  my o b s e r v a t io n s ,  t h o u g h t s ,  id e a s ,  and key
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c o n c e p ts .  They s e rv e d  as an im p o r t a n t  t o o l  i n  t h e  c o n t in u a l  
a n a l y s i s  o f  i n f o r m a t i o n  d u r in g  t h e  d a t a  g a t h e r in g  p ro c e s s .  
The n o te s  w ere  o r g a n iz e d  t o  s e p a r a t e  my o b s e r v a t io n s  fro m  
t h e  comments o f  s u b je c t s  and t h e  d e t a i l s  o f  i n c id e n t s  I  was 
r e c o r d in g .  I n  a s i m i l a r  m anner, I  a l s o  s e p a r a te d  em erg in g  
h y p o th e s e s  c o n c e rn in g  th e  s u b j e c t  o f  t h e  r e s e a r c h  fro m  my 
d i a r y  o f  th o u g h ts  on th e  p r o g r e s s  o f  t h e  r e s e a r c h .
The c o n s t a n t  p o s se s s io n  o f  t h i s  n o te b o o k  and f i e l d  
n o te s  was o f  s p e c ia l  im p o r ta n c e  d u r in g  t h e  many b r i e f  
c o n v e r s a t io n s  I  w ould  o f t e n  have  w i t h  key  v o lu n t e e r s  o r  
e m p lo y e e s .  These d is c u s s io n s  w ould  be used t o  f o l l o w  up on 
q u e s t io n s  I  had fro m  e a r l i e r  o b s e r v a t io n s .  O p p o r t u n i t i e s  
f o r  d is c u s s io n s  o f t e n  came a t  odd o r  u n e x p e c te d  t im e s ,  and 
my a b i l i t y  t o  q u i c k l y  re v ie w  my f i e l d  n o te s  and g a in  access  
t o  id e a s  f ro m  e a r l i e r  in t e r v i e w s  o r  o b s e r v a t io n s  was 
c r i t i c a l  i n  m aking t h e  b e s t  use o f  t h e s e  o p p o r tu n e  moments.
M in in g  o f  a v a i l a b l e  d ocum en ts . The A s s o c ia t io n  and i t s  
v o l u n t e e r s  and em ployees w ere  e x t r e m e ly  c o o p e r a t i v e  in  
m aking a v a i l a b l e  r e p o r t s  and o t h e r  i m p o r t a n t  documents  
d u r in g  t h e  s t u d y .  The v i s i t  t o  t h e  n a t i o n a l  o f f i c e  p ro v id e d  
me w i t h  an im p o r ta n t  o p p o r t u n i t y  f o r  t h i s  r e v ie w .  S l a g l e  
made h i s  o f f i c e  a v a i l a b l e  f o r  my use and e x a m in a t io n  w h i le  
he was gone and i n s t r u c t e d  h i s  s e c r e t a r y  t o  make a l l  o f  h is  
f i l e s  o f  c o rre s p o n d e n c e  a v a i l a b l e  f o r  my r e v ie w .  The o f f i c e  
v i s i t  a ls o  p r o v id e d  me w i th  an o p p o r t u n i t y  t o  re v ie w  a l l  o f
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t h e  m a g a z in e s ,  r e p o r t s ,  and o t h e r  fo r m a l  p u b l i c a t i o n s  o f  
NACA. NACA p u b l is h e s  a  m ag az in e  e i g h t  t im e s  a  y e a r  w i t h  a 
one page e d i t o r i a l  by S l a g l e .  T h is  p r o v id e d  a  h i s t o r i c a l  
re c o rd  o f  th e  s i g n i f i c a n t  is s u e s  S l a g l e  had a d d re s s e d  s in c e  
becoming E x e c u t iv e  D i r e c t o r .
D u r in g  t h e  s tu d y ,  I  was p la c e d  on t h e  Board  m a i l in g  
l i s t  and th u s  c o p ie s  o f  r e p o r t s  fro m  v o l u n t e e r s  and 
em plo yees  w ere  made a v a i l a b l e  t o  me f ro m  t h e  n a t i o n a l  
o f f i c e .  I  was a ls o  p r i v y  t o  c o p ie s  o f  r e p o r t s  o r  p e rs o n a l  
n o te s  o f  l i m i t e d  c i r c u l a t i o n  w h ich  c e r t a i n  key in fo r m a n ts  
gave me and w h ich  o f t e n  p r o v id e d  background  in f o r m a t io n  f o r  
p r o p e r ly  u n d e rs ta n d in g  a t o p i c  under d is c u s s io n .  I n  
a d d i t i o n ,  S l a g l e  approached  me a  number o f  t im e s  and asked  
i f  I  was r e g u l a r l y  r e c e i v i n g  a l l  m a t e r i a l s  I  th o u g h t  
n e c e s s a ry  f o r  t h i s  p r o j e c t .
U n o b t r u s iv e  m easu res . Webb and W e ick  ( 1 9 7 9 )  d e s c r ib e d  
th e  use o f  u n o b t ru s iv e  m easures in  d o in g  q u a l i t a t i v e  
r e s e a r c h .  F o r  in s t a n c e ,  th e y  s u g g e s te d  t h a t  r e s e a r c h e r s  be 
p l a y f u l  in  s e a r c h in g  f o r  a w id e  v a r i e t y  o f  d a t a  s o u rc e s  and 
t o  use in f o r m a t io n  even i f  i t  m ig h t  "seem n o n s e r io u s ,  
u n t r a d i t i o n a l , o r  p u z z l in g "  (Webb & W e ic k ,  p .  2 1 2 ) .  I  found  
I  made n o t a t io n s  o f  a c t i v i t i e s  o r  o c c u r re n c e s  w h ich  
s u p p o r te d  o r  d is c o n f i r m e d  id e a s  g e n e r a te d  th ro u g h  o t h e r  d a ta  
c o l l e c t i o n  te c h n iq u e s .  F o r  e xam p le , d u r in g  my o b s e r v a t io n s  
o f  Board m e e t in g s ,  i t  became a p p a r e n t  t h a t  th e  f r e q u e n c y  o f
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members l e a v in g  th e  m e e t in g  t a b l e  f o r  c o f f e e  o r  t r i p s  t o  th e  
bathroom  c o rre s p o n d e d  t o  p a r t i c u l a r  i n d i v i d u a l s  who were  
p r e s e n t in g  a  r e p o r t  o r  s p e a k in g  t o  an is s u e .  L ik e w is e ,  i t  
became i n t e r e s t i n g  t o  o b s e rv e  t h e  s e a t i n g  o f  members o f  t h e  
Board  a ro u n d  th e  t a b l e ,  w i t h  c e r t a i n  i n d i v i d u a l s  a lw ays  
b e in g  e i t h e r  n e x t  t o  o r  d i r e c t l y  a c ro s s  fro m  t h e  C h a i r  o f  
t h e  B o ard .
S i m i l a r  ty p e s  o f  o b s e r v a t io n s  w ere  made a t  th e  n a t i o n a l  
o f f i c e  in  C o lu m b ia ,  South  C a r o l i n a .  The v i r t u a l  la c k  o f  
c lo s e d  o f f i c e  d o o rs ,  t h e  f r e e  f l o w  o f  p e o p le  i n t o  each  
o t h e r ’ s o f f i c e s ,  and th e  p h y s ic a l  a r ra n g e m e n t  o f  S l a g l e ’ s 
o f f i c e  s u p p o r te d  some id e a s  on t h e  en co u rag em en t o f  
c o l l a b o r a t i v e  work and in fo r m a l  r e l a t i o n s h i p s  g e n e ra te d  fro m  
o t h e r  d a t a  c o l l e c t i o n  te c h n iq u e s .
D a ta  A n a ly s is
S in c e  th e  e x a c t  d e s ig n  and d e t e r m in a t i o n  o f  
i n s t r u m e n t a t io n  had t o  o c c u r  on s i t e ,  a n a l y s i s  o f  th e  d a ta  
began w i t h  th e  f i r s t  o b s e r v a t io n s  in  F e b r u a r y ,  1988 . I  was 
engaged " in  c o n t in u o u s  d a t a  a n a l y s i s ,  so t h a t  e v e r y  new a c t  
o f  i n v e s t i g a t i o n  to o k  i n t o  a c c o u n t  e v e r y t h i n g  t h a t  had been  
l e a r n e d  so f a r "  ( L i n c o l n  and Guba, 1 9 8 5 ,  p .  2 0 9 ) .  D a ta  
g a t h e r in g  and a n a l y s is  became " h i g h l y  i n t e r t w i n e d "  ( K o t t e r ,  
1 98 2 , p .  1 5 3 ) .  As d e s c r ib e d  by Y in  ( 1 9 8 4 ) ,  my p ro c es s  o f  
c o l l e c t i n g  d a t a  was " n o t  m e re ly  a  m a t t e r  o f  r e c o r d in g  d a ta  
i n  a  m e c h a n ic a l f a s h io n ,  as i t  i s  in  some o t h e r  ty p e s  o f
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re s e a rc h "  ( p .  5 9 ) .  My t a s k  was t o  i n t e r p r e t  th e  d a t a  as i t  
was c o l l e c t e d  so t h a t  I  w ou ld  know im m e d ia te ly  i f  th e  
in f o r m a t io n  was c r i t i c a l  e i t h e r  i n  c o n t r a d i c t i n g  o t h e r  
s o u rc e s  o r  u n iq u e  and m ig h t  r e q u i r e  a d d i t i o n a l  e v id e n c e  
c o l l e c t i o n  ( p .  5 9 ) .
D a ta  was c o l l e c t e d  i n  d i f f e r e n t  fo rm s  and t e s t e d  in  
d i f f e r e n t  s e t t i n g s  and w i t h i n  r e l a t i o n s h i p s  between  
d i f f e r e n t  i n d i v i d u a l s .  These  v a r i e d  s e t t i n g s  and s o u rces  
w ere used in  o r d e r  t o  t r i a n g u l a t e  t h e  d a t a .  In  q u a l i t a t i v e  
r e s e a r c h ,  t h i s  need f o r  t r i a n g u l a t i o n ,  o r  c o r r o b o r a t io n  o f  
d a ta  c o l l e c t e d  th ro u g h  one method t o  be c o n f irm e d  th ro u g h  
use o f  a n o th e r  m ethod, i s  d e s c r ib e d  by a number o f  a u th o r s  
(A g a r ,  1980 ; F i e l d i n g  & F i e l d i n g ,  1986 ; J i c k ,  1979; K i r k  & 
M i l l e r ,  1986; T e s c h , 1984 ; W h yte ,  1984 ; Y i n ,  1 9 8 4 ) .  The 
need t o  t r i a n g u l a t e  was e s p e c i a l l y  t r u e  in  my a n a l y s is  o f  
i n t e r v i e w  d a t a ,  w h ich  by i t s  n a t u r e  can be o f  q u e s t io n a b le  
v a l i d i t y  because i t  i s  one s t e p  removed fro m  d i r e c t  
e x p e r ie n c e  ( F i e l d i n g  & F i e l d i n g ,  1 9 8 6 ) .  Thus , n o t  o n ly  were  
i n t e r v i e w s  o f  d i f f e r e n t  s u b j e c t s  com pared, b u t  a ls o  d a ta  
fro m  d i r e c t  o b s e r v a t io n s  w ere  u s ed , when p o s s ib le ,  t o  
c o n f i r m  id e a s  g e n e r a te d  th ro u g h  i n t e r v i e w s  as was su g g ested  
in  a number o f  s t u d ie s  (A g a r ,  1980 ; F i e l d i n g  & F i e l d i n g ,  
1986 ; W hyte, 1 9 8 4 ) .  I n  a s i m i l a r  f a s h io n ,  in f o r m a t io n  fro m  
o b s e r v a t io n s  was used t o  p r e p a r e  q u e s t io n s  and t o p i c s  f o r  
d is c u s s io n  in  l a t e r  i n t e r v i e w s .
A l l  i n t e r v i e w s  w ere  a u d io  t a p e  re c o rd e d  w i t h  th e
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p e rm is s io n  o f  th e  s u b j e c t s .  A l l  o f  t h e  ta p e s  o f  in t e r v i e w s  
w i t h  S l a g l e  w ere  t r a n s c r i b e d  by m y s e l f ,  w h i le  a l l  o t h e r  
ta p e s  were t r a n s c r i b e d  by a  s e c r e t a r y  engaged f o r  t h i s  t a s k .  
A f i r s t  s te p  in  t h e  a n a l y s i s  a f t e r  d a t a  c o l l e c t i o n  was 
co m p le te d  was t o  l i s t e n  t o  t h e  i n t e r v i e w s  f o r  a  sense o f  t h e  
w h o le ,  a g e s t a l t ,  as was recommended by H ycn er ( 1 9 8 2 )  and  
Tesch ( 1 9 8 4 ) .  I  th e n  l i s t e n e d  t o  t h e  ta p e s  w h i l e  re a d in g  
t h e  t r a n s c r i p t s  and th e n  w h i l e  r e v ie w in g  my f i e l d n o t e s .  Use 
o f  my f i e l d n o t e s  p r o v id e d  comments on n o n v e rb a l  cues p ic k e d  
up d u r in g  t h e  i n t e r v i e w ,  w h ich  a id e d  in  a  f u l l  u n d e rs ta n d in g  
o f  th e  i n t e r v i e w s .
Themes emerged fro m  t h i s  a n a l y s i s  and r e v ie w  o f  th e  
d a t a ,  and in  some c as e s  a d d i t i o n a l  te le p h o n e  c a l l s  t o  
p a r t i c i p a n t s  in  th e  s tu d y  t o  r e c o n f i r m  in f o r m a t io n  o r  
r e q u e s t  a d d i t i o n a l  o p in io n s  o r  o b s e r v a t io n s  w ere  n e c e s s a ry .  
Themes w ere  c o n n e c te d  and d e v e lo p e d  u n t i l  th e y  c o u ld  be 
p la c e d  i n t o  a t h i c k  d e s c r i p t i o n  grounded in  t h e  c o n t e x t  o f  
t h e  le a d e r s h ip  r e l a t i o n s h i p s  o f  th e  N a t io n a l  A s s o c ia t io n  f o r  
Campus A c t i v i t i e s .  I n  o r d e r  t o  p r e s e n t  th e s e  themes in  a  
h o l i s t i c  manner so t h a t  th e y  can be u n d e rs to o d  by th o s e  
u n f a m i l i a r  w i t h  t h e  p a r t i c u l a r  c o n t e x t  o f  th e  s tu d y ,  I  
in c lu d e d  a h i s t o r y  o f  NACA and some background in f o r m a t io n  
on S l a g l e ’ s e n t r y  as E x e c u t iv e  D i r e c t o r  in  C h a p te r  5 .
T re a tm e n t  O f P o t e n t i a l  C oncerns Or L i m i t a t i o n s
As was d is c u s s e d  by Whyte ( 1 9 8 4 ) ,  i t  i s  im p o r ta n t  f o r  a
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f i e l d  w o rk e r  t o  " i n t e g r a t e  e t h i c a l  c o n s id e r a t io n s  i n t o  t h e  
p la n n in g  p ro c e s s "  ( p .  2 1 9 ) .  Thus , p r i o r  t o  e n t e r in g  th e  
re s e a rc h  p r o j e c t ,  I  t r i e d  t o  r e c o g n iz e  and c o n s id e r  
p o t e n t i a l  e t h i c a l  o r  m e th o d o lo g ic a l  c o n cern s  w h ich  c o u ld  
im p ac t on th e  s tu d y .
When e n t e r i n g  i n t o  t h i s  p r o j e c t  I  was c o n cern ed  a b o u t  
my o b j e c t i v i t y  in  m aking o b s e r v a t io n s  s in c e  I  began w i t h  th e  
assum ption  t h a t  t r a n s f o r m a t i o n a l  l e a d e r s h ip  was p r e s e n t  in  
NACA. I ,  t h e r e f o r e ,  a p p ro ach ed  t h e  re s e a rc h  w i t h  th e  
"c o n c ep t o f  o b j e c t i v i t y  as  t h e  w i l l i n g n e s s  t o  ta k e  an 
i n t e l l e c t u a l  r i s k ,  th e  r i s k  o f  b e in g  d e m o n s tra b le  wrong"  
( K i r k  & M i l l e r ,  1 9 8 6 ,  p .  1 0 ) .  As was d is c u s s e d  e a r l i e r ,  a 
p re v io u s  r e s e a r c h  p r o j e c t  had c o n c lu d e d  w i t h  my r e j e c t i o n  o f  
p r i o r  a s s u m p tio n s .  I n  t h i s  s tu d y ,  I  was q u i t e  s u r p r is e d  a t  
some o f  th e  in f o r m a t io n  I  c o l l e c t e d  and some o f  t h e  them es  
w hich em erged. I  a ls o  s e a rc h e d  f o r  n e g a t iv e  in s ta n c e s  o f  
both  my a ssu m p tio n s  and o f  t h e  them es as th e y  em erged.
A second co n cern  in  t h i s  and a l l  f i e l d  re s e a rc h  i s  o f  
th e  r e s e a r c h e r  g o in g  n a t i v e .  I  f i r s t  ad d ressed  t h i s  by 
s t r e s s in g  t o  p a r t i c i p a n t s  my new r o l e  as r e s e a r c h e r  and n o t  
as a v o l u n t e e r  in  th e  A s s o c i a t i o n .  S e c o n d ly ,  most o f  t h e  
is s u e s ,  w h i l e  f a m i l i a r ,  w e re  n o t  ones in  w hich  I  had a 
p e rs o n a l  s t a k e ,  and I  f e l t  no g r e a t  u rg e  t o  p a r t i c i p a t e  in  
th e  c o n t e n t  o f  d is c u s s io n s .  T h is  was because o f  t h e  t h r e e  
y e a r  la p s e  betw een my r e s i g n a t i o n  fro m  th e  Board and th e  
i n i t i a t i o n  o f  t h i s  i n v e s t i g a t i o n .  P eo p le  in  th e
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o r g a n i z a t io n  knew me, w h ich  a s s i s t e d  in  s h o r te n in g  t h e  
p e r io d  o f  e n c u l t u r a t i o n  and i n f i l t r a t i o n  i n t o  th e  c u l t u r e ,  
b u t  I  was n o t  t i e d  d i r e c t l y  t o  any im p o r ta n t  is s u e s .
A t h i r d  c o n c e rn  was how my p re se n c e  w ould  i n f l u e n c e  t h e  
r e l a t i o n s h i p s  and i n t e r a c t i o n s  I  was s t u d y in g .  T h e re  a r e  
many s t u d i e s  t h a t  d is c u s s  th e  manner in  w h ich  t h e  r e s e a r c h e r  
im p ac ts  on t h e  c u l t u r e  and o r g a n i z a t io n  u n d er  s tu d y  ( D e e t z ,  
1985; Guba and L i n c o ln ,  1985 ; L in c o ln  and Guba, 1985 ; M i l e s ,  
1983; P e t t i g r e w ,  1 9 8 5 ) .  I  t r i e d  t o  m in im iz e  my im p a c t  by my 
f a m i l i a r i t y  w i t h  t h e  members o f  t h e  groups under s tu d y  and  
by assum ing a low  p r o f i l e  a t  m e e t in g s  and s o c i a l  g a t h e r in g s .  
Most members o f  t h e  Board o f  D i r e c t o r s ,  o t h e r  p o l ic y - m a k in g  
c o m m it te e s ,  and em p lo yees  w ere  f a m i l i a r  w i t h  me, and my 
p resen ce  d id  n o t  a p p e a r  t o  be d i s r u p t i v e  o f  normal 
p ro c e d u re s .  I  a ls o  spoke w i t h  members o f  v a r io u s  g ro u p s  who 
a ls o  s t a t e d  my p re s e n c e  d id  n o t  seem t o  be d i s r u p t i v e .
A f o u r t h  c o n c e rn  I  had p r i o r  t o  e n t e r in g  th e  r e s e a r c h  
was o f  r e c e i v i n g  f u l l  c o n s e n t  fro m  a l l  p a r t i c i p a n t s .  W h i le  
Punch ( 1 9 8 6 )  s t a t e d  t h a t  t h e  r e s e a r c h e r  c a n ’ t  be e x p e c te d  t o  
n e g o t ia t e  a c c e s s  and c o n s e n t  w i t h  e v e ry o n e  who may f a l l  
w i t h i n  th e  s t u d y ,  I  was c o n ce rn ed  t h a t  t h e  f l u i d  n a t u r e  o f  
p a r t i c i p a t i o n  a t  NACA m e e t in g s  m ig h t  le a d  me t o  u n k n o w in g ly  
in c lu d e  an i n d i v i d u a l  who d id  n o t  w ish  t o  p a r t i c i p a t e .
A p p ro v a l f o r  t h e  s tu d y  was f i r s t  r e c e iv e d  fro m  S l a g l e  
and C a ry l  S t e r n ,  th e  1988 Chairwoman o f  t h e  Board o f  
D i r e c t o r s ,  b e f o r e  t h e  F e b r u a r y ,  1988 c o n v e n t io n  and
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m e e t in g .  P r i o r  t o  t h e  b e g in n in g  o f  t h e  f i r s t  Board m e e t in g  
in  W a s h in g to n , S t e r n  a l lo w e d  me t o  a d d re s s  th e  e n t i r e  B oard .  
I  s t a t e d  th e  p u rp o se  o f  my s tu d y  and t h e  m ethodo logy  t o  be 
u s ed , and asked  t h a t  anyone who d id  n o t  w ish  t o  be in c lu d e d  
t o  c o n t a c t  me. None d i d ,  b u t  many members s o u g h t me o u t  t o  
d is c u s s  p r o j e c t  th r o u g h o u t  t h e  y e a r .  I  a ls o  c o n ta c t e d  th e  
heads o f  o t h e r  im p o r t a n t  p o l i c y - m a k in g  c o m m itte es  t o  e n s u re  
th e y  w ere  aw are  o f  my s tu d y  and th u s  c o u ld  n o t i f y  t h e  
members o f  t h e i r  g ro u p .  F i n a l l y ,  a t  a  m e e t in g  w i t h  h is  
s t a f f ,  S la g le  s h a re d  t h e  p u rp o s e  o f  my s tu d y  and t h e  reason  
f o r  my p re s e n c e  a t  m e e t in g s  and i n  t h e  o f f i c e .
P r o t e c t i o n  o f  Human S u b je c ts
S te p s  w ere  ta k e n  t o  p r o t e c t  t h e  r i g h t s  o f  t h e  s u b je c t s  
in  t h i s  s tu d y .  A f t e r  a d is c u s s io n  w i t h  S la g le  b ro u g h t  
p r e l i m i n a r y  c o n s e n t ,  a summary o f  t h e  n a tu r e  and m ethodology  
o f  t h i s  s tu d y  was p r e p a re d  f o r  r e v ie w  by t h e  USD Com m ittee  
on t h e  P r o t e c t io n  o f  Human S u b je c t s .  T h is  summary in c lu d e d  
i n f o r m a t io n  on t h e  background  and p u rp o ses  o f  t h e  r e s e a r c h ,  
a d e s c r i p t i o n  o f  t h e  r e s e a r c h  m e th o d o lo g y ,  and a s ta te m e n t  
o f  t h e  r i s k s  and b e n e f i t s  t o  t h e  s u b j e c t s .  The c o m m itte e  
gave a p p ro v a l  t o  th e  p ro p o s a l  as  s u b m i t te d .
F in a l  a p p ro v a l  was th e n  r e c e iv e d  fro m  S l a g l e  f o r  t h i s  
s tu d y  a f t e r  th e  d e ve lo p m e n t o f  a m u t u a l l y  a c c e p ta b le  
a g reem en t f o r  p r o t e c t i n g  h i s  r i g h t s  and w e l f a r e  (s e e  
A p p en d ix  B ) .  I  th e n  c o n ta c t e d  and d is c u s s e d  t h e  s tu d y  w i t h
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C a r y l  S t e r n ,  1988 C h a i r  o f  t h e  NACA Board o f  D i r e c t o r s ,  and 
h e r  a p p ro v a l  t o  p ro c e e d  was r e c e iv e d .  S t e r n  p e r m i t t e d  me 
t im e  t o  s t a t e  t h e  p u rp o s e  and m ethodo logy  o f  my s tu d y  t o  t h e  
e n t i r e  Board o f  D i r e c t o r s  and assem bled n a t i o n a l  o f f i c e  
s t a f f  members a t  t h e  b e g in n in g  o f  th e  f i r s t  Board  m e e t in g  in  
F e b r u a r y ,  1 98 8 .
P r i o r  t o  b e g in n in g  each  i n t e r v i e w ,  I  o u t l i n e d  th e  
purpose and m e th o d o lo g y  o f  my s tu d y  and asked  them  t o  read  
and s ig n  a  p r o t e c t i o n  o f  human r i g h t s  a g ree m e n t (A p p e n d ix  
C ) .  I  s t r e s s e d  t o  each  p a r t i c i p a n t  p r i o r  t o  t h e  i n t e r v i e w  
t h a t  t h e i r  names w ould  re m a in  c o n f i d e n t i a l  s h o u ld  t h e y  w is h ,  
b u t  no i n d i v i d u a l  re q u e s te d  c o n f i d e n t i a l i t y .
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CHAPTER IV  
CARVING OUT A PROFESSIONAL NICHE:
THE NATIONAL ASSOCIATION FOR CAMPUS A C T IV IT IE S
The t w e n t y - n i n e  y e a r  h i s t o r y  o f  t h e  N a t i o n a l  
A s s o c ia t io n  f o r  Campus A c t i v i t i e s  (NACA) i s  one  o f  d e d ic a te d  
v o lu n t e e r s  c o n t i n u a l l y  e v a lu a t in g  t h e  p u rp o s e  and s e r v ic e s  
o f  an o r g a n i z a t i o n  in  o r d e r  t o  meet t h e  c h a n g in g  needs o f  
t h e i r  c o n s t i t u e n t s .  I t s  grow th  and m a t u r i t y ,  f ro m  a s m a ll  
r e g io n a l  m e e t in g  o f  c o l l e g e  t a l e n t  b u y e rs  i n t e n t  on s a v in g  
money t o  a  n a t i o n a l  e d u c a t io n a l  a s s o c i a t i o n  w i t h  a broad  
fo c u s ,  i s  f u l l  o f  s u c c e s s e s ,  name ch an g es , f i g h t s  f o r  
r e c o g n i t io n  and r e s p e c t ,  and a n e ar  b a n k r u p tc y .  The one 
common d e n o m in a to r  e v i d e n t  in  i t s  h i s t o r y  i s  a r e j e c t i o n  o f  
any c e n t r a l  a u t h o r i t y  in  d e c is io n  making and a  r e l i a n c e  on 
many l a y e r s  o f  v o l u n t e e r s  h a v in g  acc e ss  and i n p u t  on a l l  
im p o r ta n t  d e c is io n s  o f  th e  A s s o c ia t io n .
NACA: A H i s t o r i c a l  P e r s p e c t iv e
The r o o t s  o f  NACA b e g in  in  1960 . D u r in g  t h e  te n  y e a rs  
p r i o r  t o  t h i s  d a te  c o l le g e s  and u n i v e r s i t i e s  had h a s te n e d  an 
e x p a n s io n  o f  t h e i r  in v o lv e m e n t  in  th e  l i v e s  o f  t h e i r
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s tu d e n ts  o u t s id e  o f  th e  c la s s ro o m . More and more c o l le g e s  
w ished t o  p r o v id e  h ig h  q u a l i t y  s o c i a l  and c u l t u r a l  programs  
f o r  b o th  t h e i r  s tu d e n ts  and th e  l o c a l  com m unity . One m a jo r  
prob lem  th e y  fa c e d  in  b o o k in g  r e c o g n iz e d  e n t e r t a i n e r s  o n to  
t h e i r  campuses was f i n a n c i a l .  S tu d e n ts  w anted  t o  see  
n a t i o n a l l y  known p e r fo r m e rs  on campus, b u t  t h e  c o s t  t o  b r in g  
a m a jo r  s t a r  t o  a c o l l e g e  f a r  f ro m  a l a r g e  c i t y  f o r  j u s t  one 
p e rfo rm an ce  was e x o r b i t a n t .  C o l le g e s  d is c o v e r e d  th e y  were  
com peting  w i t h  c lu b s  o r  t h e a t e r s  i n  m a jo r  c i t i e s ,  i n t o  w hich  
t r a v e l  was e a s i e r  and le s s  e x p e n s iv e  and t h e  p o t e n t i a l  
a u d ie n c e  w ould  a l lo w  m u l t i p l e  p e r fo rm a n c e s .  C o l le g e s ,  
t h e r e f o r e ,  fo u n d  t h a t  in  o r d e r  t o  have a s t a r  p e r fo rm e r  on 
t h e i r  campus th e y  w ere  o f t e n  asked  t o  pay two o r  t h r e e  t im e s  
what was ch arg e d  f o r  a p e r fo rm a n c e  a t  an u rb a n  venue.
B ut even when w i l l i n g  and a b le  t o  pay a v e r y  h ig h  f e e  
f o r  a p e r fo rm a n c e ,  c o l l e g e  a d m i n i s t r a t o r s  d is c o v e re d  th e y  
fa c e d  a n o th e r  m a jo r  p ro b le m . A r t i s t s  o f t e n  re fu s e d  t o  
t r a v e l  hundreds  o f  m i le s  by c a r  o v e r  two o r  t h r e e  days f o r  
j u s t  one p e r fo rm a n c e  d a te  no m a t t e r  w h at f e e  was prom ised .  
Thus, c o l le g e s  w ere  fa c e d  w i t h  b o th  f i n a n c i a l  and r o u t in g  
problem s in  b o ok ing  q u a l i t y  e n t e r t a in m e n t .
A s m a ll  g roup o f  c o l l e g e  a d m in is t r a t o r s  in  th e  
s o u th e a s te r n  U n i te d  S t a t e s  met in  1960 t o  d is c u s s  th e s e  
p ro b lem s. T h e i r  s o l u t i o n  was t o  c o o p e r a t i v e ly  book 
e n t e r t a i n e r s  on c o n s e c u t iv e  n ig h t s  w i t h i n  a l i m i t e d  
g e o g ra p h ic a l  a r e a .  I n  r e t u r n  f o r  t h e  s a v in g s  th ro u g h
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reduced t r a v e l  exp en ses  and g u a ra n te e d  m u l t i p l e  p la y in g  
d a te s  f o r  p e r fo rm a n c e s ,  e n t e r t a i n e r s  and t h e i r  
r e p r e s e n t a t i v e s  w ere  asked  t o  re d u ce  t h e  f e e s  th e y  ch arg ed  
t o  th e  c o l l e g e s .  "The p ro c es s  was u n iq u e  s in c e  i t  m eant a  
s h i f t  f ro m  a g e n ts  p la n n in g  t o u r s  t o  c o o p e r a t i v e  e f f o r t s  by 
both th e  a g e n ts  and th e  c o l le g e s "  (d e  H a r t  & McDonald , 1984 ,  
p. 2 9 ) .
De H a r t  and McDonald, two o f  t h e  e a r l y  fo u n d e rs  o f  th e  
A s s o c ia t io n ,  r e c a l l e d  t h a t  th e  f i r s t  s u c c e s s fu l  b lo c k  was 
f o r  s i x  d a te s  d u r in g  t h e  week o f  O c to b e r  1 9 ,  1960 . The a c t  
booked was Mimi K e l l y ,  a w e l l  known Broadway a c t r e s s  and a 
s t a r  in  F i n i a n ’ s R a in b o w . T h is  and o t h e r  e a r l y  b lo c k s  were  
c o o r d in a t e d  th ro u g h  th e  m a il  and by t e le p h o n e .  T h is  e a r l y  
success le d  s t u d e n t  u n io n  s t a f f  members t o  b e g in  d is c u s s in g  
t h i s  b lo c k - b o o k in g  c o n c e p t  a t  r e g io n a l  and n a t i o n a l  m e e t in g s  
o f  th e  A s s o c ia t io n  o f  C o l le g e  U n i o n s - I n t e r n a t i o n a l  ( A C U - I ) ,  
an o r g a n i z a t i o n  d e d ic a te d  t o  e n h an c in g  e x t r a c u r r i c u l a r  and 
c o c u r r i c u l a r  p rogram s on c o l le g e  campuses w i t h i n  a c o l le g e  
union  b u i l d i n g .  S t a f f  members c o n c lu d e d  t h a t  e x p a n s io n  o f  
t h i s  c o n c e p t  t o  in c lu d e  b o th  b ig g e r  name e n t e r t a i n e r s  and 
more p e r fo rm a n c e s  would r e q u i r e  f a c e - t o - f a c e  m e e t in g s  among 
c o l le g e  o f f i c i a l s  and t a l e n t  a g e n t s ,  a p r o j e c t  th e  A C U -I was 
n o t  i n t e r e s t e d  in  s p o n s o r in g  due t o  i t s  h i s t o r i c  e d u c a t io n a l  
t h r u s t .  A f i r s t  m e e t in g  f o r  t h i s  b lo c k  b o o k in g  o f  
p e r fo rm e rs  was h e ld  a t  Duke U n i v e r s i t y  on May 2 4 ,  1963 and 
a t te n d e d  by r e p r e s e n t a t i v e s  fro m  f i f t e e n  c o l le g e s  and f i v e
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t a l e n t  a g e n c ie s .  The m e e t in g  was s u c c e s s fu l  and bo th  
c o l l e g e  s t a f f s  and t a l e n t  a g e n ts  saw s u b s t a n t i a l  f i n a n c i a l  
s a v in g s  and u rg e d  f u t u r e  g a t h e r in g s .
D u r in g  t h e  n e x t  f i v e  y e a r s  t h e  B lo c k  Booking  
C o n fe re n c e ,  as  t h i s  o r g a n i z a t i o n  became known, grew b o th  in  
numbers o f  d e l e g a t e s ,  l e n g t h  o f  t h e  c o n fe r e n c e ,  and s t a t u r e  
o f  t h e  a r t i s t s  r e p r e s e n t e d .  W h i le  c o n t in u in g  t o  h o ld  
m e e t in g s  t o  s c h e d u le  p e r fo r m e rs  on c o l l e g e  campuses, t h e  
c o n fe re n c e  began t o  expand i t s  a c t i v i t i e s .  F i r s t  was th e  
a d d i t i o n  o f  th e  l i v e  show cas ing  o f  t a l e n t  f o r  th e  c o l l e g e  
t a l e n t  b u y e rs  in  a t t e n d a n c e .  T h is  prom oted and e s p e c i a l l y  
a id e d  th o s e  new o r  young a c t s  who p e r fo rm e d  and s t i m u l a t e d  
th e  b u y ers  t o  in d eed  fo rm  b lo c k s  o f  d a t e s .  The second  
e x p a n s io n  a t  t h e  c o n fe re n c e  was t o  sp o n so r e d u c a t io n a l  
s e s s io n s  f o r  c o l l e g e  r e p r e s e n t a t i v e s  on such t o p i c s  as  
n e g o t i a t i n g  c o n t r a c t s  and t h e  p ro m o t io n  o f  e n t e r t a in m e n t ,  a 
n a t u r a l  e x t e n s io n  o f  th e  c o n f e r e n c e ’ s p r im a r y  f u n c t i o n  as a 
t a l e n t  m a r k e tp la c e  f o r  c o l l e g e s .  S in c e  th e s e  e a r l y  m e e t in g s  
were c o o r d in a t e d  by Dave P h i l l i p s  f ro m  N o r th  C a r o l in a  S t a t e  
U n i v e r s i t y ,  t h e  c o o r d i n a t io n  o f  t h e  o r g a n i z a t io n  moved when 
P h i l l i p s  a c c e p te d  a p o s i t i o n  a t  th e  U n i v e r s i t y  o f  South  
C a r o l in a  (U S C ).  A c c o rd in g  t o  de H a r t  and M cDonald , USC 
p r o v id e d  im p o r t a n t  s t a f f  s u p p o r t  and space  f o r  t h e  g ro w th  o f  
NACA d u r in g  i t s  e a r l y  y e a r s .
An im p o r t a n t  s h i f t  i n  t h e  o r g a n i z a t i o n  o c c u r re d  i n  1968  
when s t u d e n t  d e le g a t e s  a t  t h e  an n u a l B lo c k  Booking
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C o n fe re n c e ,  u p s e t  a t  w h at t h e y  p e r c e iv e d  as t h e  c o n t in u e d  
u n f a i r  h ig h  p r i c i n g  o f  a r t i s t s ,  d e c id e d  " to  fo rm  a n a t i o n a l  
o r g a n i z a t io n  t o  s h a re  i n f o r m a t i o n  and c o n t in u e  t o  
c o o p e r a t i v e ly  buy t a l e n t "  (M a t th e w s ,  1984 , p .  3 4 ) .  W h i le  
t h e  e a r l y  y e a r s  o f  t h e  A s s o c i a t i o n  had seen t h e  c o l l e g e  
a d m in is t r a t o r s  and t a l e n t  m anagers  c o o p e r a t i v e ly  w o rk in g  t o  
save  b o th  money, th e  s t u d e n t s  v ie w e d  some a g e n ts  as u n f a i r l y  
i n f l a t i n g  t h e  p r i c e  o f  e n t e r t a i n e r s ,  th u s  n e g a t in g  any r e a l  
s a v in g s  t o  c o l l e g e s  th ro u g h  t h e  fo rm in g  o f  b lo c k s .  The  
s h a r in g  o f  i n f o r m a t i o n  betw een  b u y e rs  a t  c o l le g e s  was seen  
as a way t o  e n s u re  t h a t  b lo c k  p r i c e s  o f f e r e d  by a g e n ts  were  
in d eed  s i g n i f i c a n t l y  d is c o u n te d  be low  th e  p r i c e  ch arg e d  f o r  
i s o l a t e d  d a t e s .  The B lo c k  B o o k in g  C o n fe re n c e  o r g a n i z e r s  met 
soon a f t e r  and fo rm ed  th e  N a t i o n a l  E n te r ta in m e n t  C o n fe re n c e  
(N E C ).  Due t o  h i s  i n t e r e s t ,  h i s  p a s t  w ork, and t h e  s u p p o r t  
o f  USC, P h i l l i p s  was named t h e  f i r s t  E x e c u t iv e  D i r e c t o r  o f  
t h e  o r g a n i z a t i o n ,  a v o l u n t e e r  p o s i t i o n  a t  t h i s  t im e .  
H e a d q u a r te rs  f o r  NEC was e s t a b l i s h e d  a t  donated  f a c i l i t i e s  
on t h e  USC campus.
M atth ew s  ( 1 9 8 4 )  r e c a l l e d  t h a t  t h e  o r g a n i z a t io n  
c o n t in u e d  t o  grow beyond t h e  s o u t h e a s t ,  exp an d in g  s t a t e w id e  
m e e t in g s  i n t o  t h e  n o r t h e a s t  and m idw est and n e g o t i a t i n g  
s p e c ia l  d is c o u n t s  fro m  f i r m s  f o r  member s c h o o ls .  The n a t io n  
began t o  be d i v id e d  f o r  o r g a n i z a t i o n a l  purposes i n t o  
e le m e n ts  c a l l e d  u n i t s . w h ich  u s u a l l y  fo l lo w e d  s t a t e  
b o u n d a r ie s .  V o lu n t e e r s  in  eac h  u n i t  began s p o n s o r in g
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s m a l le r  c o n fe re n c e s  o r  p rogram s w hich m i r r o r e d  th e  
a c t i v i t i e s  o f  t h e  n a t i o n a l  o r g a n i z a t i o n .  When t h i s  grow th  
and e x p a n s io n  o f  s e r v i c e s  t o  members le d  t o  t h e  need f o r  a 
f u l l - t i m e  E x e c u t iv e  D i r e c t o r ,  P h i l l i p s  r e s ig n e d  fro m  h is  
s t a f f  p o s i t i o n  a t  USC, assumed th e  p o s i t i o n ,  and moved th e  
o f f i c e  o f f  t h e  USC campus b u t  i t  s t i l l  rem ained  in  C o lu m b ia ,  
South C a r o l in a .
W h i le  membership c o n t in u e d  t o  s o a r  i n t o  th e  new d ecad e ,  
a r e a l  s h i f t  in  th e  fo c u s  o f  th e  A s s o c ia t io n  o c c u r re d  in  
June, 1970 w i t h  th e  e s t a b l i s h m e n t  o f  e i g h t  s ta n d in g  
e d u c a t io n a l  c o m m itte es  and t h e  commitment o f  o n e - t h i r d  o f  
a l l  c o n fe re n c e  t im e  t o  e d u c a t io n a l  p u rp o s e s . E d u c a t io n a l  
s e s s io n s  a t  c o n fe re n c e s  expanded beyond s im p le  "how to "  
s e s s io n s  r e g a r d in g  th e  p la n n in g  and p r e s e n t a t io n  o f  program s  
o r  p e r fo rm a n c e s  t o  l e a d e r s h ip  and o t h e r  more academ ic  
t o p i c s .  L a t e r ,  a g ra d u a te  program  a t  USC in  campus 
a c t i v i t i e s  program m ing was g iv e n  r e c o g n i t io n  and s u p p o r t  
from  th e  A s s o c i a t i o n ’ s B oard  o f  D i r e c t o r s .
The m id -1 9 7 0 s  b ro u g h t  t h r e e  c h a l le n g e s  and changes to  
th e  A s s o c ia t io n .  F i r s t ,  t h e  e x p lo s iv e  grow th  was c r e a t i n g  
an o r g a n i z a t i o n  t r u l y  n a t i o n a l  in  i t s  scope w i t h  s t a t e s  
o r g a n iz in g  t o  d e l i v e r  p rogram s t o  lo c a l  s c h o o ls .  I t  was 
a p p a re n t  t h a t  n e i t h e r  th e  s m a l l  o f f i c e  in  South  C a r o l in a  nor  
th e  Board o f  D i r e c t o r s  c o u ld  c o o r d in a t e  and d e l i v e r  a l l  
s e r v ic e s  t o  members in  s t a t e s  th ro u g h o u t  th e  n a t i o n .  I n  a 
s te p  t o  t r y  t o  a l l e v i a t e  t h i s  p ro b le m , u n i t s  grouped
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t o g e t h e r  g e o g r a p h ic a l l y  and t h e  n a t i o n  was d iv id e d  f o r  
o r g a n i z a t i o n a l  purposes  i n t o  e le v e n  r e g io n s ,  each d i r e c t e d  
by v o l u n t e e r s ,  w i t h  p rogram s and s e r v i c e s  fu n d e d  by t h e i r  
i n d i v i d u a l  r e g io n a l  o p e r a t io n s .  Member s c h o o ls  in  each  
re g io n  s e l e c t e d  r e g io n a l  o f f i c e r s  who d i r e c t e d  and p la n n e d  
f a l l  c o n fe r e n c e s  w h ich  m i r r o r e d  in  t h e i r  a c t i v i t i e s  th e  
l a r g e r  n a t i o n a l  c o n v e n t io n  h e ld  in  F e b r u a r y .
W h i le  one m ig h t  t h i n k  t h a t  a g e o g ra p h ic  d i v i s i o n  o f  th e  
n a t io n  i n t o  e le v e n  r e g io n s  f o r  o r g a n i z a t i o n a l  p u rp o ses  w ould  
be e as y  and p a i n le s s ,  such was n o t  t h e  case  f o r  t h i s  
A s s o c i a t i o n .  In  an exam p le  o f  how t h i s  o r g a n i z a t io n  has 
t r a d i t i o n a l l y  a l lo w e d  a l l  i n t e r e s t e d  p a r t i e s  t o  have in p u t  
i n t o  d e c is io n s  w hich  a f f e c t  them , a p ro b lem  a ro s e  o v e r  w here  
t o  p la c e  t h e  W is co n s in  U n i t .  V o lu n t e e r s  in  W is co n s in  
r e j e c t e d  t h e  p r o p o s a ls  t o  j o i n  e i t h e r  w i t h  In d ia n a  and 
I l l i n o i s  o r  w i t h  f o u r  o t h e r  n e a rb y  s t a t e s  t o  fo rm  a r e g io n  
o f  u p p e r m id w es t s t a t e s .  W is c o n s in  was t h e r e f o r e  moved fro m  
a s t a t u s  as  a u n i t  and became a one s t a t e  r e g io n ,  as i t  
c o n t in u e s  to d a y .
Second, th e  A s s o c ia t io n  changed i t s  name t o  th e  
N a t io n a l  E n t e r t a in m e n t  and Campus A c t i v i t i e s  A s s o c ia t io n  
(NECAA). I  r e c a l l  t h a t  t h e  Board o f  D i r e c t o r s  b e l ie v e d  t h i s  
name more a c c u r a t e ly  r e f l e c t e d  th e  A s s o c i a t i o n ’ s movement 
i n t o  e d u c a t io n a l  and o t h e r  a c t i v i t i e s  w h ich  w ere  n o t  p u r e ly  
e n t e r t a in m e n t  o r i e n t e d .  T h is  change came a f t e r  some h e a te d  
d is c u s s io n  among v o l u n t e e r s  f ro m  a l l  l e v e l s  in  th e
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A s s o c ia t io n ,  f o r  i t  r e f l e c t e d  b o th  a  s p l i t  f ro m  th e  o r i g i n a l  
f u n c t i o n  o f  t h e  o r g a n i z a t i o n  and was seen  by a s s o c ia t e  
members as  a  r e t r e a t  f ro m  t h e  c e n t r a l  fo c u s  t h a t  
e n t e r t a in m e n t  had h e ld  in  NEC.
The t h i r d  change c e n t e r e d  on P h i l l i p s .  P h i l l i p s  
re s ig n e d  as E x e c u t iv e  D i r e c t o r  in  Ju n e , 1976 because o f  poor  
h e a l t h ,  and a new fa c e  t o  t h e  A s s o c ia t io n ,  G ary  E n g l is h ,  
assumed th e  p o s i t i o n  t h e  f o l l o w i n g  December.
D u r in g  an i n t e r v i e w  f o r  t h i s  s tu d y ,  a  p a s t  C hairm an o f  
th e  Board o f  D i r e c t o r s  r e c o l l e c t e d  t h a t  a t  t h i s  p o i n t  t h e  
A s s o c ia t io n  was d o in g  t h e  " r i g h t  t h in g s  f o r  th e  r i g h t  
reaso n s  b u t  i n  an u n c o n t r o l l e d  pace" (p e r s o n a l  
c o m m u n ic a t io n ) .  He compared t h e  A s s o c ia t io n  t o  a c i t y  w h ich  
had outgrow n i t s  i n f r a s t r u c t u r e .  J u s t  as b l i n d  e x p a n s io n  
can cause a c i t y  t o  n o t  have enough paved ro a d s ,  s c h o o ls ,  
sewage t r e a t m e n t  f a c i l i t i e s ,  and e v e r y t h in g  e l s e  ne ed e d , so  
th e  A s s o c ia t io n  needed someone t o  p r o v id e  e x p e r t i s e  in  
c r e a t i n g  w o rk in g  system s and a s s i s t  in  moving t o  s t r e n g t h e n  
th e  o r g a n i z a t i o n a l  s t r u c t u r e  w h i l e  c o n t in u in g  t o  s u p p o r t  
some p r o g r e s s .  E n g l i s h ’ s background was as an 
o r g a n i z a t i o n a l  a n a l y s t ,  and when he assumed t h e  p o s i t i o n  o f  
E x e c u t iv e  D i r e c t o r  he d is c o v e r e d  an o r g a n i z a t i o n  n e a r  
b a n k ru p tc y  and " in  a s u r v i v a l  o r  a m a in te n a n c e  mode"
( P r u i t t ,  1 9 8 4 ,  p. 4 0 ) .
In  a d d i t i o n  t o  th e s e  d i f f i c u l t i e s ,  t h e  A s s o c ia t io n  a t  
t h i s  t im e  began a b a t t l e  w i t h  t h e  I n t e r n a l  Revenue S e r v ic e
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
78
o v e r  NECAA’ s t a x  exem pt s t a t u s .  R ecord  k e e p in g  and t h e  
f i l i n g  o f  g o vern m en t r e p o r t s  had r e c e n t l y  become s lo p p y  and  
e r r a t i c  u n d e r  P h i l l i p s ,  and an a u d i t  by t h e  governm ent le d  
t o  a d e c is io n  t h a t  NECAA was a f o r - p r o f i t  o r g a n i z a t io n  
form ed f o r  t h e  c o o r d in a t io n  o f  e n t e r t a in m e n t  a c t i v i t i e s  
r a t h e r  th a n  an e d u c a t io n a l  a s s o c i a t i o n .  W h i le  E n g l i s h ’ s 
management e x p e r t i s e  c o r r e c t e d  t h e  b o o k k ee p in g  and r e p o r t i n g  
e r r o r s ,  t h e  q u e s t  f o r  t a x  exem pt s t a t u s ,  and c lo s e  s c r u t i n y  
by t h e  I . R . S . ,  w ould  c o n t in u e  f o r  f o u r  y e a r s .  W ith  th e  
a d v ic e  and g u id a n c e  o f  E n g l is h ,  NACA in  1982 e s t a b l i s h e d  th e  
NACA E d u c a t io n a l  F o u n d a t io n  as a  t a x  exem pt o r g a n i z a t io n  
w hich  s t i l l  f o r m a l l y  s e rv e s  as an u m b r e l la  f o r  a l l  
e d u c a t io n a l  a c t i v i t i e s  o f  t h e  A s s o c i a t i o n .  The o f f i c e r s  and 
Board o f  D i r e c t o r s  o f  NACA a ls o  s e r v e  as t h e  o f f i c e r s  and 
Board o f  T r u s t e e s  f o r  th e  F o u n d a t io n .  As i s  common f o r  many 
f i r m s  w i t h  v a r i e d  a c t i v i t i e s ,  a l l  income and e x p e n d i t u r e s  
r e l a t e d  t o  e d u c a t io n a l  a c t i v i t i e s  o f  t h e  A s s o c ia t io n  were  
f u n n e le d  th ro u g h  th e  F o u n d a t io n  f o r  t h e  pu rp o se  o f  
m in im iz in g  i t s  t a x  l i a b i l i t y .
W h i le  th e s e  p rob lem s b e s e t  th e  o r g a n i z a t i o n  a t  a 
n a t io n a l  l e v e l ,  most o f  th e  r e g io n s  f l o u r i s h e d .  As r e g io n a l  
c o o r d in a t o r  o f  th e  New England  r e g io n  a t  t h e  t im e ,  I  
remember t h e  r e g io n s  as a w ho le  w ere  a b le  t o  c r e a t e  l a r g e  
f i n a n c i a l  s u r p lu s e s  from  t h e i r  r e g io n a l  c o n fe re n c e s  because  
o f  t h e  e x t e n s i v e  system  o f  v o lu n t e e r s  and s u p p o r t  from  
member i n s t i t u t i o n s .  Each r e g io n a l  s t e e r i n g  c o m m it te e ,  th e
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e le c t e d  v o l u n t e e r s  r e s p o n s ib le  f o r  a c t i v i t i e s  and program s  
in  th e  s p e c i f i c  g e o g ra p h ic  r e g io n ,  had a ls o  grown accustomed  
t o  o p e r a t in g  in d e p e n d e n t ly  f ro m  s u p e r v is io n  by th e  Board o f  
D i r e c t o r s .  A s t r a i n  betw een  t h e  Board o f  D i r e c t o r s  
r e p r e s e n t in g  t h e  e n t i r e  o r g a n i z a t i o n  and t h e  r e g io n a l  
o f f i c e r s  i n t e n t  on p r o t e c t i n g  t h e i r  i n d i v i d u a l  t u r f s  became 
a p p a re n t  even thoug h v i r t u a l l y  e v e r y  Board member had 
p r e v io u s ly  h e ld  s i g n i f i c a n t  r e g io n a l  p o s i t i o n s .  Board  
members w ere  c o n s t a n t l y  fa c e d  w i t h  t i g h t  bu d g e ts  and hard  
d e c is io n s  on p r i o r i t i e s  f o r  t h e  e n t i r e  o r g a n i z a t io n  w h i le  
th o s e  r e g io n s  w i t h o u t  a s t r o n g  f i n a n c i a l  base a ls o  lo o ked  t o  
th e  n a t i o n a l  o r g a n i z a t io n  f o r  a d d i t i o n a l  s u p p o r t  s e r v i c e s .
T h is  s t r a i n  sometimes s h i f t e d  fro m  fo c u s in g  on th e  
o r g a n i z a t i o n ’ s o f f i c e r s  t o  a  g e n e r a l  d is e n c h a n tm e n t  w i t h  t h e  
n a t io n a l  o r g a n i z a t i o n ,  w h ich  in c lu d e d  th e  N a t io n a l  O f f i c e  
s t a f f .  The r e g io n a l  o f f i c e r s  had begun t o  r e s e n t  th e  o f f i c e  
s t a f f ’ s g ro w in g  in v o lv e m e n t  in  is s u e s  r e q u i r i n g  t h e  s e t t i n g  
o r  i n t e r p r e t a t i o n  o f  p o l i c y ,  t a s k s  w h ich  w ere  a p p r o p r i a t e l y  
th e  s o le  r e s p o n s i b i l i t y  o f  t h e  Board o f  D i r e c t o r s .  W h i le  
E n g l is h  had p r o v id e d  needed s t r u c t u r e  t o  th e  N a t io n a l  O f f i c e  
and c o n t in u e d  t o  p r o v id e  im p o r t a n t  a d v ic e  t o  t h e  Board o f  
D i r e c t o r s ,  he became a l i g h t n i n g  rod  f o r  v o lu n t e e r  
d is e n c h a n tm e n t  w i t h  th e  p ro b le m s  th e  n a t io n a l  o r g a n i z a t io n  
was e x p e r ie n c in g .  The A s s o c ia t io n  had h i s t o r i c a l l y  
succeeded th ro u g h  th e  work and l e a d e r s h ip  o f  v o lu n t e e r s ,  
w ith  th e  N a t io n a l  O f f i c e  s t a f f  c a r r y i n g  o u t  th o s e  p o l i c i e s
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and d i r e c t i v e s  d e te rm in e d  by t h e  Board o f  D i r e c t o r s .  Such 
p o l i c y  d e c is io n s  by t h e  Board had a ls o  t r a d i t i o n a l l y  been  
made a f t e r  in p u t  had been s o l i c i t e d  fro m  v o lu n t e e r s  a t  a l l  
l e v e l s  i n  th e  o r g a n i z a t i o n .  E n g l i s h ’ s a t te m p ts  t o  have th e  
N a t io n a l  O f f i c e  ta k e  a more a c t i v e  r o l e  in  d e t e r m in in g  
p o l i c y  and d i r e c t i o n  f o r  t h e  A s s o c ia t io n  added t o  t h e  
g ro w in g  v o lu n t e e r  d is e n c h a n tm e n t .  E n g l is h  l e f t  in  1982  
a f t e r  p r o v id in g  im p o r t a n t  o r g a n i z a t i o n a l  and b u s in e s s  
c o n t r i b u t i o n s  t o  th e  A s s o c i a t i o n .  O f s p e c ia l  n o te  was th e  
im provem ent in  th e  q u a l i t y  o f  t h e  A s s o c i a t i o n ’ s 
p u b l i c a t i o n s ,  w hich  u n d er E n g l is h  r e c e iv e d  r e g io n a l  and 
n a t i o n a l  r e c o g n i t io n .
T h is  most r e c e n t  p o r t i o n  o f  t h e  A s s o c i a t i o n ’ s h i s t o r y  
c o n ta in e d  one f i n a l  name c h an g e , a g a in  m i r r o r in g  a s h i f t  in  
i t s  m is s io n .  W h i le  th e  e d u c a t io n a l  component o f  c o n fe re n c e s  
and c o n v e n t io n s  grew in  im p o r ta n c e ,  th e  A s s o c ia t io n  was a ls o  
im p ro v in g  th e  q u a l i t y  o f  i t s  p u b l i c a t i o n s  and i n i t i a t i n g  a 
monograph s e r i e s .  More and more th e  te rm  e n te r t -a in m e n t  
a p p e a re d  t o  i n c o r r e c t l y  convey t h e  e d u c a t io n a l  m is s io n  o f  
t h e  A s s o c ia t io n  e i t h e r  t o  i t s  v o lu n t e e r s  o r  t o  o t h e r  
a s s o c i a t i o n s  in  h ig h e r  e d u c a t io n .  A t  m e e t in g s  w i t h  f e l l o w  
p r o f e s s i o n a l  a s s o c ia t io n s  in  s t u d e n t  a f f a i r s ,  t h e  
A s s o c ia t io n  was o f t e n  s t i l l  v iew ed  as fo c u s ed  on 
e n t e r t a in m e n t  and th u s  f a i l e d  t o  r e c e iv e  f u l l  r e c o g n i t i o n .
An exam ple  o f  t h i s  p ro b le m  concerned  th e  d e v e lo p m e n t o f  
new g u i d e l i n e s  f o r  t h e  a c c r e d i t a t i o n  o f  c o l le g e s  and
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u n i v e r s i t i e s .  The c o o r d i n a t in g  c o u n c i l  f o r  a l l  r e g io n a l  and 
n a t i o n a l  a c c r e d i t i n g  a g e n c ie s  had begun t o  p u t  p r e s s u r e  on 
t h e  A m erican  C o u n c i l  f o r  E d u c a t io n  t o  p r o v id e  co m p reh e n s ive  
g u i d e l i n e s  f o r  t h e  e v a l u a t i o n  o f  c o l l e g e  s t u d e n t  a f f a i r s  
s e r v i c e s .  I n  re s p o n s e  t o  t h i s  r e q u e s t ,  t h e  C o u n c i l  asked  
s tu d e n t  a f f a i r s  p r o f e s s i o n a l  a s s o c ia t io n s  t o  m eet t o  d e v e lo p  
s ta n d a rd s  f o r  use by t h e s e  c o l l e g e  a c c r e d i t i n g  a s s o c i a t i o n s .  
Due t o  b o th  t h e  e n t e r t a in m e n t  component o f  NACA’ s a c t i v i t i e s  
and because o f  t h e  lo s s  o f  t a x  exem pt s t a t u s  a t  t h i s  t im e ,  
th e  A C U -I le d  a cam paign t o  e x c lu d e  NACA fro m  p a r t i c i p a t i o n  
in  t h i s  c o n s o r t iu m .  A t  t h i s  same t im e ,  NACA a s s o c ia t e  
members w ere p r e s s u r in g  t h e  Board o f  D i r e c t o r s  t o  a l lo w  
a s s o c ia t e s  t o  become v o t i n g  members o f  th e  B o a rd ,  a move 
w hich  la w y e rs  a d v is e d  w ould  f o r e v e r  doom t h e  A s s o c i a t i o n ’ s 
a t te m p t  t o  a g a in  r e c e i v e  a t a x  exem pt s t a t u s  as an 
e d u c a t io n a l  a s s o c i a t i o n .  W h i le  NACA was f i n a l l y  p e r m i t te d  
t o  p a r t i c i p a t e  in  t h i s  a c c r e d i t a t i o n  g ro u p , t h i s  i n c id e n t  
d id  m i r r o r  t h e  i n t e r n a l  s t r e s s  NACA was c o n f r o n t i n g  between  
i t s  e n t e r t a in m e n t  and e d u c a t io n a l  m is s io n s .  I n  a move to  
a d d res s  t h i s  i s s u e ,  t h e  Board o f  D i r e c t o r s  in  1981 changed  
th e  name o f  th e  o r g a n i z a t i o n  t o  t h e  N a t io n a l  A s s o c ia t io n  f o r  
Campus A c t i v i t i e s ,  and th u s  made a d i s t i n c t  b re a k  fro m  th e  
l i m i t e d  e n t e r t a in m e n t  fo c u s  o f  th e  e a r l y  B lo c k  Booking  
C o n fe re n c e .
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NACA In  1982
The r e s i g n a t i o n  o f  E n g l is h  as  E x e c u t iv e  D i r e c t o r  in  
1982 p r o v id e d  t h e  NACA Board o f  D i r e c t o r s  w i t h  an 
o p p o r t u n i t y  t o  e v a l u a t e  i t s  m is s io n  and t h e  r e l a t i o n s h i p  
between t h e  v o l u n t e e r s  and N a t io n a l  O f f i c e  s t a f f .  As th e  
f i r s t  E x e c u t iv e  D i r e c t o r ,  P h i l l i p s  had f u n c t io n e d  as an 
a d v is o r  and in f o r m a t i o n  p r o v i d e r  t o  t h e  Board  and o t h e r  
v o l u n t e e r s ,  m i r r o r i n g  t h e  r o l e  he had p la y e d  w i t h  s tu d e n t  
groups a t  N o r th  C a r o l i n a  S t a t e  and USC. I n  t h e i r  r o l e s  as 
s tu d e n t  a f f a i r s  s t a f f  on t h e i r  c o l l e g e  campuses, th e  NACA 
v o lu n t e e r s  w ere  f a m i l i a r  w i t h  a s s i s t i n g  s t u d e n t  and s t a f f  
c o m m ittees  in  m aking  d e c is io n s  and n o t  r e l y i n g  on any s i n g l e  
i n d i v i d u a l  t o  c o n t r o l  o r  w i e l d  pow er. T h u s , w h i le  E n g l is h  
p ro v id e d  needed management e x p e r t i s e ,  h i s  u n f a m i l i a r i t y  w i t h  
b o th  th e  A s s o c ia t io n  and t h e  e x p e c t a t i o n  o f  heavy  
in v o lv e m e n t  o f  v o l u n t e e r s  in  a l l  d e c is io n  m aking le d  t o  
prob lem s betw een t h e  v o l u n t e e r s  and N a t io n a l  O f f i c e  s t a f f .
As th e  A s s i s t a n t  E x e c u t iv e  D i r e c t o r  a t  t h a t  t im e  t o l d  me, 
w hat th e  A s s o c ia t io n  needed a f t e r  E n g l is h  was someone who 
c o u ld  bo th  b e t t e r  r e l a t e  t o  t h e  v o l u n t e e r  c o n s t i t u e n c y  w h i le  
s t i l l  h a v in g  " th e  s k i l l s  i n  b u d g e t in g  and o t h e r  management 
m a t te r s  an a s s o c i a t i o n  e x e c u t iv e  needs" (p e r s o n a l  
c o m m u n ic a t io n ) .
The c h a l le n g e s  f a c i n g  th e  new E x e c u t iv e  D i r e c t o r  and 
th e  Board o f  D i r e c t o r s  w ere  s i g n i f i c a n t .  Tne re g io n s  had 
begun t o  v ie w  t h e i r  a c t i v i t i e s  and f in a n c e s  as s e p a r a t e  fro m
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th o s e  a t  th e  n a t i o n a l  l e v e l . R e g io n a l  c o n fe r e n c e s  and 
workshops w ere  d ra w in g  o v e r  6 ,0 0 0  d e le g a t e s  each  y e a r ,  more 
th a n  d o u b l in g  t h e  a t te n d a n c e  a t  e v e n ts  c o o r d in a t e d  on th e  
n a t io n a l  l e v e l .  W h i le  t h e  b u d g e t f o r  a c t i v i t i e s  sponsored  
a t  th e  n a t i o n a l  l e v e l  was le a n  and p r o v id e d  l i t t l e  s u r p lu s ,  
most r e g io n s  e x p e r ie n c e d  l a r g e  p r o f i t s  and i n i t i a t e d  both  
i n d i v i d u a l  and c o l l e c t i v e  r e g io n a l  r e s e r v e  a c c o u n ts .  W h i le  
t h e r e  was a c o n s id e r a b le  d i s p a r i t y  between t h e  f i n a n c i a l  
h e a l t h  o f  t h e  r i c h e s t  and p o o r e s t  r e g io n  due t o  g e o g ra p h ic  
and membership f a c t o r s ,  t h e  r e g io n s  ta k e n  as  a whole  were  
e c o n o m ic a l ly  s u c c e s s f u l .  I n  f a c t ,  some r e g io n a l  v o lu n t e e r  
t r e a s u r e r s  had moved fro m  b e in g  s im p le  b o o k k ee p e rs  t o  a ls o  
s e r v in g  as in v e s tm e n t  c o u n s e lo r s  t o  t h e i r  r e g io n a l  s t e e r i n g  
c o m m it te e s .
NACA m em bership  a ls o  p r e s e n te d  c h a l l e n g e s .  Membership  
by c o l le g e s  and u n i v e r s i t i e s  had l e v e le d  o f f  a t  
a p p r o x im a te ly  900 and a d d i t i o n a l  g ro w th  was p r o je c t e d  t o  be 
in c r e m e n t a l ,  i f  p r e s e n t  a t  a l l .  The c r i t i c a l  membership  
problem  f a c in g  t h e  A s s o c ia t io n  came fro m  t h e  a s s o c ia t e  
member c a t e g o r y ,  th o s e  t a l e n t  a g e n c ie s ,  f i l m  com panies ,  
e n t e r t a i n e r s ,  and f i r m s  w hich  s u p p ly  p ro d u c ts  o r  s e r v ic e s  
r e l a t e d  t o  campus a c t i v i t i e s .  The 1980s had seen a s te a d y  
drop in  t h i s  m embership c a t e g o r y ,  w hich  had a n e g a t iv e  
e f f e c t  on t h e  n a t i o n a l  b u d g e t w i t h  fe w e r  f i r m s  p u rc h a s in g  
e x h i b i t  b o o th s  a t  th e  n a t i o n a l  c o n v e n t io n  and fe w e r  
p o t e n t i a l  a d v e r t i s e r s  f o r  A s s o c ia t io n  p u b l i c a t i o n s .  T h is
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drop in  a s s o c ia t e  members was a t t r i b u t e d  by v a r io u s  NACA 
c o n s t i t u e n t s  t o  one o f  t h r e e  re a s o n s :  ( a )  th e  h ig h  c o s t  o f
a t t e n d in g  n a t i o n a l  c o n fe r e n c e s ,  ( b )  a s h i f t  i n  th e  
e n t e r t a in m e n t  i n d u s t r y  t o  v ie w  t h e  c o l l e g e  m a rk e t  as h a v in g  
le s s  im p o r ta n c e ,  o r  ( c )  a  p e r c e p t io n  among a s s o c ia t e s  t h a t  
NACA was o v e re m p h a s iz in g  i t s  e d u c a t io n a l  m is s io n  t o  t h e  
d e t r im e n t  o f  i t s  o r i g i n a l  e n t e r t a in m e n t  m a r k e tp la c e  
f u n c t i o n .  A t  t h e  v e r y  t im e  when a s s o c ia t e s  b e l ie v e d  th e  
A s s o c ia t io n  had l i t t l e  c o n c e rn  f o r  t h e i r  p ro b le m s , th e  
p ro p o s a l f o r  a d d in g  v o t i n g  a s s o c ia t e  r e p r e s e n t a t i v e s  t o  th e  
Board o f  D i r e c t o r s  was r e j e c t e d .
T h is  p ro c e s s  o f  b ro a d e n in g  and s t r e n g t h e n in g  th e  
e d u c a t io n a l  component o f  th e  A s s o c ia t io n  w h i l e  c o n t in u in g ,  
w ith  a l e s s e r  p r i o r i t y ,  t h e  m a r k e tp la c e  f u n c t i o n  w i t h  
a s s o c ia t e s  was b o th  a  f i n a n c i a l  and p s y c h o lo g ic a l  p ro b le m .  
The income d e r iv e d  fro m  a s s o c ia t e  a c t i v i t i e s ,  fro m  
p u rc h a s in g  a d v e r t is e m e n ts  in  program s and th e  m agazine  t o  
p u rc h a s in g  e x h i b i t  boo th s  and p a y in g  showcase f e e s  f o r  
p e r fo r m e rs  a t  c o n fe re n c e s  and th e  c o n v e n t io n ,  was an 
im p o r ta n t  p a r t  o f  t h e  r e g io n a l  and n a t i o n a l  b u d g e ts .  I n  
a d d i t i o n ,  w h i l e  s tu d e n t  d e le g a t e s  a t  c o n fe re n c e s  and 
c o n v e n t io n s  w ere  p r o v id e d  w i t h  many e d u c a t io n a l  e x p e r ie n c e s  
th ro u g h  s p e a k e rs  and s e s s io n s  a t  r e g io n a l  and n a t i o n a l  
program s, i t  was a ls o  c e r t a i n  t h a t  many o f  th e s e  s tu d e n ts  
were drawn t o  a t t e n d  th e s e  e v e n ts  because o f  th e  
e n t e r t a in m e n t  a c t i v i t i e s  p re s e n te d  by a s s o c ia t e s .
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P s y c h o l o g i c a l l y ,  even th o s e  Board members m ost i n t e n t  
on b ro a d e n in g  th e  e d u c a t io n a l  t h r u s t  o f  th e  A s s o c ia t io n  
c o n t in u e d  t o  t a k e  g r e a t  p r i d e  in  t h e  e x c i te m e n t  e n t e r t a i n e r s  
b ro u g h t  t o  NACA e v e n t s .  The im p re s s iv e  l i s t  o f  e n t e r t a i n e r s  
who e a r l y  in  t h e i r  c a r e e r s  had showcased a t  NACA c o n fe re n c e s  
o r  c o n v e n t io n s  in c lu d e d  L in d a  R o n s ta d t ,  Kenny R o g e rs ,  th e  
Oak R id g e  Boys, H a r r y  C h a p in ,  C h ic a g o , B. B. K in g ,  Roy 
C l a r k ,  and Hank W i l l i a m s  J r .  Two s t o r i e s  w hich  c o n t in u e  t o  
b r in g  a  lau g h  fro m  NACA v e t e r a n s  a r e  o f  how t h e  P o l i c e  were  
r e j e c t e d  f o r  th e  1979 n a t i o n a l  c o n v e n t io n  as n o t  b e in g  o f  
showcase q u a l i t y  and o f  how Simon and G a r f u n k le  showcased in  
t h e i r  e a r l y  y e a rs  t o g e t h e r  and r e c e iv e d  v i r t u a l l y  no o f f e r s  
f o r  d a te s  t o  p e r fo rm  by th o s e  c o l l e g e  program m ers in  
a t t e n d a n c e .
T h u s , when s e a r c h in g  f o r  a  new E x e c u t iv e  D i r e c t o r  in  
198 2 , NACA was fa c e d  w i t h  d i v i s i o n s  betw een n a t i o n a l  and 
r e g io n a l  v o l u n t e e r s ,  betw een  v o lu n t e e r s  and s t a f f  members in  
t h e  N a t io n a l  O f f i c e ,  and betw een th e  i n t e r e s t s  o f  c o l l e g e  
and a s s o c i a t e  members. An a p p r e c i a t i o n  o f  t h i s  s e t t i n g  
p r o v id e s  th e  n e c e s s a ry  background f o r  b o th  u n d e r s ta n d in g  th e  
p ro b le m s  f a c i n g  t h e  new E x e c u t iv e  D i r e c t o r  and f o r  
a p p r e c i a t i n g  how f a r  t h e  A s s o c ia t io n  and i t s  i n t e r n a l  
r e l a t i o n s h i p s  have im proved  d u r in g  t h e  p a s t  seven y e a r s .
S e l e c t i o n  O f A New E x e c u t iv e  D i r e c t o r
When S l a g l e  was named as t h e  new NACA E x e c u t iv e
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D i r e c t o r  on March 1 , 1 9 8 3 ,  i t  was a homecoming. H is  
f a m i l i a r i t y  w i t h  t h e  A s s o c i a t i o n ,  i t s  m is s io n ,  and i t s  
v o l u n t e e r s  and s t a f f  had began y e a r s  e a r l i e r .  A f t e r  
g r a d u a t in g  f ro m  t h e  U n i v e r s i t y  o f  T e n n e s s e e - K n o x v i l ie ,
S l a g l e  re m a in e d  on campus and s e rv e d  as D i r e c t o r  o f  S tu d e n t  
P u b l i c a t i o n s  u n t i l  1 9 7 2 . H is  w ork  in  th e  s t u d e n t  a f f a i r s  
f i e l d  was i n t e r r u p t e d  by a  t h r e e  y e a r  p o s i t i o n  as  a  
p u b l i c a t i o n s  s p e c i a l i s t  and a c c o u n t  r e p r e s e n t a t i v e  f o r  th e  
Del mar P r i n t i n g  Company in  K n o x v i l l e ,  a f t e r  w h ich  he 
r e t u r n e d  t o  h i s  a lm a  m a te r  and s e rv e d  as Program  D i r e c t o r  in  
t h e  D e p a r tm e n t  o f  S tu d e n t  A c t i v i t i e s  fro m  1 9 7 6 -1 9 7 7 .
As Program  D i r e c t o r ,  S l a g l e  was in t r o d u c e d  t o  s tu d e n t  
d e v e lo p m e n t t h e o r y  and t h e  e d u c a t io n a l  s id e  o f  s t u d e n t  
a c t i v i t i e s  when he a t te n d e d  t h e  1976 NACA S o u th e a s t  R e g io n a l  
C o n fe re n c e .  He r e c a l l e d  t h a t  t h i s  i n t r o d u c t i o n  d i d n ’ t  
change t h e  way he d e a l t  w i t h  h i s  s t u d e n t s ,  b u t  i t  e x p la in e d  
why th e  s t a f f  was f u n c t i o n i n g  in  t h a t  p a r t i c u l a r  m anner. He 
began t o  b e t t e r  a p p r e c i a t e  t h e  e d u c a t io n a l  r e l a t i o n s h i p  h is  
p re d e c e s s o rs  in  th e  s t u d e n t  a c t i v i t i e s  o f f i c e  had form ed  
w i t h  th e  s t u d e n t s  a t  t h e  U n i v e r s i t y  o f  T e n n e s s e e - K n o x v i l ie ,  
f o r  th e  s t a f f  had l e f t  p a t t e r n s  o f  b e h a v io r  and 
r e l a t i o n s h i p s  w h ich  he and h i s  s t a f f  c o n t in u e d  and  
m a in t a in e d .  For S l a g l e ,  " i t  a l l  began t o  make sense"  
(p e r s o n a l  c o m m u n ic a t io n ) .
The day a f t e r  m e e t in g  E n g l is h  a t  th e  1977 n a t i o n a l  
c o n v e n t io n ,  S l a g l e  was o f f e r e d  t h e  p o s i t i o n  o f  D i r e c t o r  o f
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In f o r m a t io n  S e r v ic e s  a t  th e  NACA N a t io n a l  O f f i c e .  T h is  was 
E n g l is h ’ s f i r s t  a p p o in tm e n t  as E x e c u t iv e  D i r e c t o r .  When he 
began t h i s  j o b  i n  May, 1977 , S l a g l e  was e x c i t e d  because  i t  
meant an o p p o r t u n i t y  t o  r e t u r n  t o  h is  f i r s t  lo v e ,  
p u b l i s h i n g .  He soon d is c o v e r e d  t h i s  p o s i t i o n  a ls o  p r o v id e d  
an o p p o r t u n i t y  t o  b le n d  t o g e t h e r  h i s  p u b l is h in g  i n t e r e s t  
w i t h  h is  r e c e n t  i n t r o d u c t i o n  t o  s t u d e n t  d eve lo p m en t t h e o r y .  
Less th a n  two y e a r s  l a t e r ,  S l a g l e  was promoted by E n g l is h  t o  
NACA A s s i s t a n t  E x e c u t iv e  D i r e c t o r  f o r  P u b l i c a t i o n s  and 
C o m m u n ic a t io n s , t h e  second h i g h e s t  s t a f f  p o s i t i o n  in  th e  
A s s o c ia t io n .  H e re  h is  r e s p o n s i b i l i t i e s  were e x te n d e d  more 
d i r e c t l y  i n t o  t h e  m a rk e t in g  and e d u c a t io n a l  components o f  
t h e  A s s o c ia t io n  ("NACA E x e c u t iv e  D i r e c t o r  P o st F i l l e d , ”
1 9 8 3 ) .
S l a g l e  how ever l e f t  th e  A s s o c ia t io n  in  November, 1981 ,  
t o  j o i n  an a d v e r t i s i n g  and p u b l i c  r e l a t i o n s  f i r m ,  re m a in in g  
in  C o lu m b ia , South  C a r o l in a .  I n  a p a r t i n g  column in  th e  
A s s o c i a t i o n ’ s m a g a z in e ,  S l a g l e  n o te d  t h e  acco m p lish m en ts  o f  
th e  o r g a n i z a t i o n  and i t s  v o l u n t e e r s .  He spoke o f  th e  r o l e  
th e  o r g a n i z a t i o n  had, and w ould  c o n t in u e  t o  h a ve ,  in  moving  
s tu d e n t  a c t i v i t y  p r o f e s s io n a ls  t o  become v iew ed  as e d u c a to r s  
and n o t  s im p ly  a c t i v i t y  p rogram m ers . I n  h is  f i n a l  w ords ,  
S l a g l e  s t a t e d :  " F o lk s ,  i t ’ s been good, and i t ’ s been
f u n . . . .  My NECAA y e a rs  a re  f i l l e d  w i t h  memories I ’ l l  a lw a y s  
t r e a s u r e . . . .  Thanks f o r  th e  o p p o r t u n i t y  t o  work w i t h  such a 
dynam ic and v i b r a n t  group o f  p e o p l e . . . .  So lo n g ” ( S l a g l e ,
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1981 , p .  5 ) .  H is  success  a t  t h e  A s s o c ia t io n  was n o ted  by 
E n g l is h  in  h i s  F e b r u a r y ,  1982 E x e c u t iv e  D i r e c t o r ’ s r e p o r t  
when he s t a t e d  t h a t  " i t  was u n d er  S t e v e ’ s le a d e r s h ip  t h a t  
NECAA p u b l i c a t i o n s  g a in e d  t h e i r  n a t i o n a l  r e p u t a t io n  and  
r e s p e c t"  ( E n g l i s h ,  1 98 2 , p .  3 ) .
When t h e  s ea rc h  f o r  a  re p la c e m e n t  f o r  E n g l is h  began ,  
L a r r y  P a y to n ,  th e n  Chairm an o f  t h e  Board o f  D i r e c t o r s ,  
remembered t h a t  S l a g l e ’ s was b u t  one o f  many names t h a t  
im m e d ia te ly  sp ran g  up. D u r in g  i n t e r v i e w s  f o r  t h i s  s tu d y ,  
two members o f  th e  E x e c u t iv e  D i r e c t o r ’ s s ea rc h  co m m ittee  
d is c lo s e d  t h a t  th e  c o m m itte e  was h o p e fu l  o f  f i n d i n g  an 
i n d i v i d u a l  w i t h  some know ledge  o r  e x p e r ie n c e  in  t h r e e  a r e a s :  
( a )  a s s o c i a t i o n  management, ( b )  NACA, i t s  m is s io n  and 
a c t i v i t i e s ,  and ( c )  s t u d e n t  d e ve lo p m e n t and s tu d e n t  
a c t i v i t i e s  work in  h ig h e r  e d u c a t io n .  W h i le  e x c e p t io n a l  
i n d i v i d u a l s  w ere  c o n s id e re d  w i t h  e x p e r ie n c e  in  two o f  th e s e  
a r e a s ,  S l a g l e  was th e  o n ly  c a n d id a t e  who appeared  t o  have  
q u a l i t y  e x p e r ie n c e  in  a l l  t h r e e .  P h i l l i p s ,  th e  
A s s o c i a t i o n ’ s f i r s t  E x e c u t iv e  D i r e c t o r ,  u n d ers to o d  s tu d e n t  
d e ve lo p m en t th e o r y  and was in s t r u m e n t a l  in  th e  b i r t h  o f  th e  
o r g a n i z a t i o n ,  y e t  had no p r i o r  a s s o c i a t i o n  management 
e x p e r ie n c e .  E n g l is h  had s i g n i f i c a n t  management e x p e r ie n c e  
y e t  la c k e d  any u n d e rs ta n d in g  o r  a p p r e c i a t i o n  f o r  s tu d e n t  
a c t i v i t i e s  work in  h ig h e r  e d u c a t io n  o r  th e  c e n t r a l  r o l e  o f  
v o lu n t e e r s  in  NACA. Thus , P ay to n  b e l ie v e d  t h a t  S l a g l e ’ s 
broad  e x p e r ie n c e  combined w i t h  th e  f a c t  t h a t  he " d i d n ’ t
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burn  b r id g e s  w i t h  v o l u n t e e r s  when he l e f t  in  1981" (p e r s o n a l  
c o m m u n ic a t io n )  le d  t o  h i s  s e l e c t i o n  by th e  Board o f  
D i r e c t o r s  as E x e c u t iv e  D i r e c t o r .
S l a g l e  became t h e  NACA E x e c u t iv e  D i r e c t o r  w i t h  
c o n s id e r a b le  know ledge o f  t h e  A s s o c ia t io n  and s u p p o r t  from  
many v o l u n t e e r s .  H is  im m ed ia te  c o n c e rn  was t o  h e lp  f o s t e r  a 
c o o p e r a t i v e  w o rk in g  r e l a t i o n s h i p  betw een N a t io n a l  O f f i c e  
s t a f f  and th e  r e g io n a l  and n a t i o n a l  v o lu n t e e r s .  A n o th e r  
p r e s s in g  p ro b le m  was eco n o m ic , f o r  w h i le  th e  o r g a n i z a t io n  
under E n g l is h  had c l im b e d  o u t  o f  b a n k ru p tc y  and d i s o r d e r ,  i t  
s t i l l  had f a r  t o  go t o  e n s u re  lo n g - t e r m  f i n a n c i a l  s t a b i l i t y .  
As S l a g l e  r e c a l l e d ,  " in  1383 when o u r  r e s e r v e s  were
d e p le t e d ,  we s t r u g g le d  t o  m a in t a in  an a d eq u a te  cash f lo w  and
some o f  o u r  r e g io n s  borrow ed money t o  o p e r a te "  ( S l a g l e ,
1989c , p . 8 ) .  H is  c h a l le n g e  w ould  be t o  h e lp  th e
A s s o c ia t io n  and i t s  v o lu n t e e r s  t o  a d d re s s  th e s e  im m ed ia te  
c r i t i c a l  p ro b le m s  w h i le  n o t  lo s in g  fo c u s  on th e  long te rm  
needs o f  t h e i r  c o n s t i t u e n t s .  How t h i s  c h a l le n g e  has been 
met d u r in g  t h e  p a s t  seven y e a rs  has p ro v id e d  th e  fram ew ork  
f o r  t h i s  s tu d y .
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CHAPTER V 
STEPHEN SLAGLE AND THE 
NATIONAL ASSOCIATION FOR CAMPUS A C T IV IT IE S
The p u rp o se  o f  t h i s  r e s e a r c h  i s  t o  s tu d y  l e a d e r s h ip .
In  t h i s  c h a p t e r  I  wi 11 exam ine  th e  m u l t i p l e  t r a n s f o r m a t i o n a l  
l e a d e r s h ip  r e l a t i o n s h i p s  w h ich  have d e v e lo p e d  i n  t h e  p a s t  
s i x  y e a r s  in  NACA. S l a g l e  has s e rv e d  as  th e  f o c a l  p o i n t  in  
th e s e  r e l a t i o n s h i p s ,  b u t  he i s  n o t  th e  s o u rc e  o f  a l l  t h a t  
happens in  th e s e  l e a d e r s h ip  r e l a t i o n s h i p s .  T h is  i s  a  s t o r y  
n o t  o f  one superhuman a c t o r  who has s i n g l e  h a n d e d ly  
t r a n s fo r m e d  an o r g a n i z a t i o n  and i t s  members, b u t  r a t h e r  o f  
an i n d i v i d u a l  who f u n c t io n e d  as  a l i n c h p i n  f o r  t h e  s h a r in g  
o f  l e a d e r s h ip  w i t h i n  a dynam ic  o r g a n i z a t i o n .  My r e s e a r c h  
has shown S l a g l e  has f u n c t i o n e d  and was aw are  he s e rv e d  as  
b o th  t e a c h e r  and s t u d e n t ,  l e a d e r  and f o l l o w e r .
I n  o b s e r v in g  m e e t in g s  and h o ld in g  i n t e r v i e w s  th ro u g h o u t  
my r e s e a r c h ,  I  c o n s t a n t l y  t o l d  th e  p a r t i c i p a n t s  t h a t  t h e  
fo c u s  o f  my s tu d y  was l e a d e r s h ip  b u t  t h a t  th e  p ro c e s s  I  was 
s tu d y in g  fo c u s e d  b o th  on S l a g l e  and th e
i n c i d e n t s / i n d i v i d u a l s  w h ich  have s w i r l e d  a ro u n d  h im . In  
t h i s  c h a p t e r  I  d e s c r ib e  t h e  c o n te n t  o f  t h e  l e a d e r s h ip  
r e l a t i o n s h i p s  s u r r o u n d in g  S l a g l e ,  u s in g  c a t e g o r i e s  w h ich
9 0
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
91
emerged th ro u g h  b o th  th e  i n t e r v i e w s  w i t h  key v o lu n t e e r s  and 
s t a f f  and t h e  o b s e r v a t io n s  o f  c o m m it te e s  and t h e  NACA 
o f f i c e .  I  a ls o  d e s c r ib e  key  e v e n ts  i n  t h e  A s s o c ia t io n  
d u r in g  th e  p a s t  s i x  y e a r s  w i t h i n  w h ic h  S l a g l e ,  because o f  
h i s  c r i t i c a l  p o s i t i o n  in  t h e  o r g a n i z a t i o n ,  p la y e d  a r o l e .
I n  th e  en d , I  w an t t o  fo c u s  on t h e  p a r t i c u l a r  im p a c t S la g le  
and t h e  a c t i v i t i e s  he s u p p o r te d  has had on t h i s  v o lu n t e e r  
o rg a n i  z a t i o n .
E t h ic s
V i r t u a l l y  e v e r y  i n d i v i d u a l  i n t e r v i e w e d  f o r  t h i s  s tu d y  
used th e  te rm s  e t h i c s ,  h o n e s ty . i n t e g r i t y , o r  m o r a l i t v  t o  
d e s c r ib e  S l a g l e ’ s s t r e n g t h s .  These w ords w ere  used by both  
th e  v o lu n t e e r s  and N a t io n a l  O f f i c e  s t a f f  t o  d e s c r ib e  h is  
p r o f e s s io n a l  a c t i o n s ,  h is  p e rs o n a l  l i f e ,  and t h e  t r a i t s  he 
v a lu e s  in  th o s e  who s u rro u n d  h im .
As a lo n g  te r m  v o l u n t e e r ,  a  p a s t  c h a i r p e r s o n  o f  th e  
Board o f  D i r e c t o r s ,  and a member o f  t h e  E x e c u t iv e  D i r e c t o r  
s e a rc h  c o m m itte e  in  1983 , S a ra  Boatman has had an e le v e n  
y e a r  p r o f e s s io n a l  r e l a t i o n s h i p  w i t h  S l a g l e .  When asked what  
she b e l ie v e d  was im p o r ta n t  t o  S l a g l e  as  a p e rs o n ,  h e r  
im m edia te  resp o n se  was e t h i c s  and h o n e s ty .  " I  t h i n k  he has 
a tre m e n d o u s ly  h ig h  e t h i c a l  c o d e ” Boatman s t a t e d ,  "and I  
b e l i e v e  one o f  t h e  w o rs t  ways S te v e  c o u ld  be wounded i s  t o  
be accused o f  b e in g  u n e t h ic a l  o r  d i s h o n e s t ” (p e r s o n a l  
c o m m u n ica t io n , J u ly  11 ,  1 9 8 8 ) .  Boatman b e l ie v e d  t h a t  f o r
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S l a g l e ,  b e in g  e t h i c a l  i s  a  s t r u g g l e  a b o u t  w h a t i s  b o th  r i g h t  
and f a i r  in  any g iv e n  s i t u a t i o n .  The im p o r ta n c e  o f  e t h i c s  
and h o n e s ty  t o  S l a g l e  ap p ea re d  t o  have been key  v a lu e s  t o  
both  S l a g l e  and th o s e  who have had a m a jo r  i n f l u e n c e  on h is  
l i f e .  A t  one p o i n t  in  o u r  d is c u s s io n s  we spoke c f  t h e  
r e l a t i o n s h i p s  he has had w i t h  key p r o fe s s o r s  and m e n to rs .  
When I  asked  S l a g l e  w h a t w ould  make th e s e  p e o p le  most proud  
i f  th e y  c o u ld  be p r e s e n t  to d a y  and o b s e rv e  h i s  w o rk ,  he 
responded t h a t  i t  w ould  be " th e  good r e p u t a t i o n  f ro m  th e  
p e o p le  I  work w i t h  r e g u l a r l y  and th e  r e s p e c t  o f  my p e e rs "  
(p e rs o n a l  c o m m u n ic a t io n ,  November 6 ,  1 9 8 8 ) .
S la g le  b e l ie v e d  e t h i c a l  r e s p o n s i b i l i t y  i s  commonly 
confused  w i t h  l e g a l  r i g h t s ,  f o r  e t h i c s  i s  n o t  t h e  w e ig h in g  
o f  what i s  l e g a l l y  p e r m is s a b le  b u t  a d ilem m a o v e r  f a i r n e s s .  
As he s t a t e d  in  an e d i t o r i a l :
We c a n n o t  n o t  p r a c t i c e  good e t h i c a l  b e h a v io r .  We 
c a n n o t choose t o  ig n o r e  th e  consequences o f  o u r  
a c t io n s ,  nor can we depend s o l e l y  on o t h e r s  t o  make 
a l l  t h e  d e c is io n s  and c h o ic e s  f o r  u s .  We have t o  
d e v e lo p  and u n d e rs ta n d  o u r  v a lu e s  and th e n  p u t  them t o  
good u s e .  . . . The q u a l i t y  o f  o u r  m ora l and e t h i c a l  
c h a r a c t e r  may be o u r  most c r u c i a l  a s s e t  o r  l i a b i l i t y .  
( S l a g l e ,  1988b , p .  8 )
He b e l ie v e d  t h a t  t h e  p ro m o tio n  o f  e t h i c a l  b e h a v io r  by 
NACA i s  one way th ro u g h  w h ich  th e  o r g a n i z a t io n  may have an 
im pact on s o c i e t y .  S l a g l e  t a l k e d  o f  how th e  Board o r
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N a t io n a l  O f f i c e  s t a f f  members d o n ’ t  o f t e n  t h i n k  o r  t a l k  
a b o u t c o n t r i b u t i n g  t o  t h e  common good o f  s o c i e t y ,  f o r  "what  
we do i s n ’ t  l i f e  o r  d e a t h ,  we d o n ’ t  fe e d  o r  house p e o p le "  
(p e r s o n a l  c o m m u n ic a t io n ,  November 5 ,  1 9 8 8 ) .  Many s t a f f  
members and v o l u n t e e r s  i n  t h e  A s s o c ia t io n  d id  f e e l  t h e r e  i s  
a r e a l  purpose  and v a lu e  in  t h e  work th e y  do w i t h  s t u d e n t s .  
B ut S l a g l e  b e l i e v e s  t h a t  p e rh a p s  t h e  b ig g e s t  c o n t r i b u t i o n  
can come th ro u g h  c o n s i s t e n t  e t h i c a l  b e h a v io r  and t h e  r i p p l e  
e f f e c t  t h a t  t h e  c o n ta g io u s n e s s  o f  such b e h a v io r  can have on 
s o c i e t y .
I n t e r a c t i o n s  W ith  The Board O f P i r e c t o r s
As th e  c h i e f ,  f u l l - t i m e ,  s t a f f  member o f  NACA, S la g le  
i s  r e s p o n s ib le  f o r  m anaging and c o n t r o l l i n g  much c u r r e n t  and 
p a s t  in f o r m a t io n  o f  t h e  A s s o c i a t i o n .  As in  any v o lu n t e e r  
a s s o c i a t i o n ,  NACA r e l i e s  on i t s  s t a f f  in  th e  N a t io n a l  O f f i c e  
t o  a c c u m u la te  th e  n e c e s s a ry  d a t a ,  keep a l l  r e q u i r e d  r e c o rd s ,  
and t o  u n d e r ta k e  th e  a p p r o p r i a t e  re s e a rc h  t o  e n s u re  th e  
o r g a n i z a t i o n ’ s s u c c e s s fu l  o p e r a t io n  both  in  th e  p r e s e n t  and 
in  th e  f u t u r e .  Where t h i s  b a s i c a l l y  management f u n c t i o n  
becomes th e  b a s is  f o r  a  l e a d e r s h ip  r e l a t i o n s h i p  i s  in  th e  
way in  w hich  t h i s  in f o r m a t i o n  i s  p re s e n te d  t o  th e  Board and 
S l a g l e ’ s r a t i o n a l e  f o r  t h i s  a p p ro a c h .
R ic h a rd  M a is ,  who has s e rv e d  NACA both  as a r e g io n a l  
v o lu n t e e r  and as t h e  A s s i s t a n t  E x e c u t iv e  D i r e c t o r  in  th e  
N a t io n a l  O f f i c e  u n d er  S l a g l e ,  e x p la in e d  how S l a g l e  h o n e s t ly
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b e l ie v e s  t h e  Board o f  D i r e c t o r s  s h o u ld  make t h e  n e ce s sa ry  
p o l i c y  d e c is io n s  f o r  t h e  o r g a n i z a t i o n .  W h i le  he does  
c o n t r o l  much i n f o r m a t i o n ,  M a is  n o te d  t h a t  S l a g l e  n e ve r  
seemed t o  have  h id d e n  agendas i n  t h e  way t h e  in f o r m a t io n  was 
d e v e lo p e d  o r  d e l i v e r e d  and n e v e r  used t h i s  command o f  d a ta  
re s o u rc e s  t o  m a n ip u la te  t h e  B o a rd .  A s i m i l a r  o b s e r v a t io n  
was made by K e v in  F ah ey , a member o f  t h e  E x e c u t iv e  
D i r e c t o r ’ s s e a rc h  c o m m it te e  and p a s t  o f f i c e r  o f  NACA, who 
s t a t e d  t h a t  " in  Board o f  D i r e c t o r s ’ m e e t in g s ,  S l a g l e  spoke  
f o r  w hat was good f o r  NACA, n o t  w h a t was good f o r  him o r  
would make h i s  l i f e  e a s i e r "  ( p e r s o n a l  c o m m u n ic a t io n ,
F e b ru a ry  18 , 1 9 8 8 ) .
James F e rg u so n , Board C h a ir p e r s o n  i n  1 9 8 5 ,  remembered  
t h a t  "S te v e  made i t  much e a s i e r  f o r  me t o  do th e  r i g h t  t h i n g  
f o r  th e  A s s o c ia t io n "  (p e r s o n a l  c o m m u n ic a t io n ,  F e b ru a ry  17,  
1988 ) because he c o n s t a n t l y  s u p p l ie d  l o t s  o f  i n f o r m a t io n ,  
c h a l le n g e d  p e o p le ,  and u rg ed  Board members t o  th o r o u g h ly  
a n a ly z e  a l l  is s u e s .  The s t o r y  Ferguso n  used t o  i l l u m i n a t e  
w hat he v ie w e d  as S l a g l e ’ s s t r o n g  e t h i c a l  s ta n d a r d s  was th e  
p r o t r a c t e d  n e g o t i a t i o n s  he had w i t h  S l a g l e  in  ren ew in g  h is  
c o n t r a c t  as E x e c u t iv e  D i r e c t o r  in  1 9 8 5 .  W ith  Ferguson  
lo c a te d  in  A rk a n s a s ,  t h e i r  d is t a n c e  a p a r t ,  t h e  need t o  
g a th e r  c o m p a ra t iv e  s a l a r y  i n f o r m a t i o n  f ro m  o t h e r  
a s s o c i a t i o n s ,  and o t h e r  p r e s s in g  NACA b u s in e s s  caused th e  
c o n t r a c t  n e g o t i a t i o n s  t o  become e x te n d e d  o v e r  a  number o f  
m onths. As Ferguson p ro c ee d e d  th ro u g h  t h i s  p ro c e s s ,  he
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began t o  n o te  and was im p ress ed  t h a t  S l a g l e  was n o t  s im p ly  
n e g o t i a t i n g  f o r  h i m s e l f  b u t  was " t r y i n g  t o  g e t  som eth in g  
f a i r  f o r  b o th  s id e s "  ( p e r s o n a l  c o m m u n ic a t io n ) .
S l a g l e ’ s fo c u s  on e t h i c s  goes beyond c o n t e n t  and i n t o  
p r o c e s s ,  a c c o r d in g  t o  t h e  1989 C h a i r p e r s o n  o f  t h e  Board o f  
D i r e c t o r s  Raymon P a r k e r .  He remembered t h a t  S l a g l e  b e l ie v e d  
t h a t  t h e  p ro c e s s  was im p o r t a n t  as w e l l  as p r o d u c t ,  and t h a t  
i t  was c r i t i c a l  t h a t  t h e  p ro c e s s  be b o th  f a i r  and p e rc e iv e d  
t o  be f a i r  by a l l  c o n s t i t u e n t s .  Such f a i r n e s s  i s  n o t  e as y ,  
f o r  as Boatman o b s e rv e d ,  S l a g l e  " s t r u g g le d  w i t h  th o s e  
c l o s e s t  t o  h im  a b o u t  w h at i s  t h e  r i g h t  t h i n g  t o  do"
(p e r s o n a l  c o m m u n ic a t io n ) .  P a r k e r  n o te d  t h a t  S l a g l e  s t r e s s e d  
th e  im p o r ta n c e  o f  p r e s e n t in g  in f o r m a t io n  r e g a r d in g  a l l  s id e s  
o f  an is s u e  and t h a t  e v e ry o n e  be p r o v id e d  t h e  o p p o r t u n i t y  t o  
p a r t i c i p a t e .  As n o te d  by p a s t  Board C h a i r p e r s o n  Dennis  
P r u i t t ,  an im p o r t a n t  p a r t  o f  S l a g l e ’ s e t h i c a l  s ta n d a r d s  is  
t h a t  th e  means must j u s t i f y  t h e  ends in  b o th  e v e ry d a y  l i f e  
as w e l l  as a t  w o rk .
I  o b s e rv e d  an exam ple  o f  h i s  em phasis  on f u l l  and equal 
p a r t i c i p a t i o n  a t  th e  May, 1988 E x e c u t iv e  C o m m itte e  m e etin g  
o f  th e  Board o f  D i r e c t o r s  in  C o lu m b ia ,  S ou th  C a r o l i n a .  As 
members a r r i v e d  fro m  around  t h e  c o u n t r y  t h e  e v e n in g  b e fo re  
th e  m e e t in g s  w ere  t o  b e g in ,  t h e  h o t e l  c o c k t a i l  lo u n g e  became 
a c e n t r a l  g a t h e r in g  p la c e  t o  welcome each new a r r i v a l .
E x c e p t f o r  t h e  u n d e rg ra d u a te  s t u d e n t  r e p r e s e n t a t i v e  from  
W is c o n s in ,  who had been a p p o in te d  t o  t h e  Board  j u s t  a few
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days e a r l i e r ,  members knew eac h  o t h e r  v e r y  w e l l  because o f  
t h e i r  long  in v o lv e m e n t  in  NACA. When th e  s t u d e n t  was th e  
l a s t  t o  a r r i v e  i n t o  t h i s  v e r y  c o n v i v i a l  g ro u p , I  o b s erv e d  i t  
was S l a g l e  who moved a c ro s s  t h e  room and s a t  n e x t  t o  h im ,  
in t r o d u c e d  him t o  f e l l o w  c o m m it te e  members, and th e n  s p e n t  
t w e n t y - f i v e  m in u te s  in  a  v e r y  c lo s e  and f r i e n d l y  
c o n v e r s a t io n .  I  a ls o  n o te d  t h a t  t h i s  s p e c ia l  a t t e n t i o n  and 
s u p p o r t  c o n t in u e d  th r o u g h o u t  th e  t h r e e  days o f  m e e t in g s ,  
s u p p o r t  w h ich  was c r i t i c a l  f o r  a s t u d e n t  t o  t r u l y  become an 
a c t i v e  p a r t i c i p a n t  in  th e  m e e t in g .  I  l a t e r  o b s e rv e a  t h a t  
t h e  p a r t i c i p a t i o n  l e v e l  by t h i s  s t u d e n t  c o n t in u e d  t o  
in c r e a s e ,  and he became i n c r e a s i n g l y  p r o d u c t iv e  d u r in g  th e  
summer Board m e e t in g  and t h e  f a l l  E x e c u t iv e  C om m ittee  
m e e t in g .  The s tu d e n t  had become empowered in  th e  
A s s o c ia t io n ,  and I  b e l i e v e  t h a t  h i s  NACA in v o lv e m e n t  had 
become f o r  him an im p o r t a n t  e d u c a t io n a l  e x p e r ie n c e .
T h is  s t r e s s  on e t h i c s  r a i s e s  th e  q u e s t io n  o f  how S l a g l e  
d e a l t  w i t h  th o s e  on th e  Board  who d id  n o t  s h a re  h is  
s ta n d a r d s .  C a r y l  S t e r n ,  1988  Board C h a ir p e r s o n ,  spoke o f  
h e r  s u p p o r t  f o r  S l a g l e ’ s s t r o n g  p o s i t i o n  on e t h i c a l  
a c t i v i t i e s  and s a id  " h e ’ s r e a l  i n t e r e s t e d  in  h i s  own 
i n t e g r i t y  and in  t h e  i n t e g r i t y  o f  o t h e r s .  . . . You can  
make a m is t a k e ,  t h a t ’ s o k a y ,  b u t  w here  yo u r e t h i c s  i s ,  i s  
im p o r ta n t  t o  h im ” (p e r s o n a l  c o m m u n ica t io n , F e b ru a ry  19,  
1 9 8 8 ) .  S l a g l e  b e l ie v e d  t h a t  v o lu n t e e r s  who engage in  
q u e s t io n a b le  e t h i c a l  p r a c t i c e s  " te n d  t o  be weeded o u t  and
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
97
th e y  w i l l  n o t  u s u a l l y  r i s e  i n  t h e  A s s o c ia t io n "  (p e r s o n a l  
c o m m u n ic a t io n ) .  B u t when such i n d i v i d u a l s  d id  r i s e  t o  a 
more r e s p o n s ib le  p o s i t i o n  i n  t h e  n a t i o n a l  o r g a n i z a t i o n ,  
S la g le  t r i e d  t o  d e v e lo p  a  " t o l e r a n c e  and a way o f  
i n t e r a c t i n g  w i t h  them o n ly  i n  th e  b u s in e s s  s e t t i n g  and n o t  
p re te n d  w e ’ re  f r i e n d s ,  b u d d ie s ,  o r  com rades, . . . k e e p in g  
th e  c o n t a c t  o n ly  on a p r o f e s s i o n a l  l e v e l "  (p e r s o n a l  
c o m m u n ic a t io n ) .
The r e a l  d i f f i c u l t y  comes, a c c o r d in g  t o  S l a g l e ,  when 
such a p e rso n  has a  key o r g a n i z a t i o n a l  r e s p o n s i b i l i t y  o r  may 
even s e rv e  as t h e  c h a i r p e r s o n  o f  t h e  Board o f  D i r e c t o r s .  
S la g le  b e l ie v e d  t h a t  " th e  c h a i r p e r s o n  needs t o  do w e l l  in  
o r d e r  f o r  t h e  o r g a n i z a t i o n  t o  do w e l l "  (p e rs o n a l  
c o m m u n ic a t io n ) ,  and th u s  he t r i e d  t o  e n s u re  t h a t  th e  
N a t io n a l  O f f i c e  s t a f f  members p r o v id e  a l l  p o s s ib le  s u p p o r t  
and c h a l le n g e d  them t o  e n a b le  each c h a i r p e r s o n  t o  be as good 
as th e y  can be . Sometimes i t  meant t r y i n g  t o  "do t h in g s  
w hich w i l l  m in im iz e  th e  damage t h a t  th e  c h a i r p e r s o n  m ig h t  
o th e r w is e  d o ” (p e r s o n a l  c o m m u n ic a t io n )  th ro u g h  p u sh in g  f o r  
th o ro u g h  re v ie w s  and d is c u s s io n s  by a l l  i n t e r e s t e d  p a r t i e s .  
A t o t h e r  t im e s  S l a g l e  has fo u n d  t h a t  he must "rem in d  a 
c h a ir p e r s o n  fro m  t im e  t o  t im e  t h a t  you j u s t  c a n ’ t  do t h i s "  
(p e rs o n a l  c o m m u n ic a t io n ) ,  because  o f  a  c o n f l i c t  o f  i n t e r e s t  
o r  th e  p o s s i b i l i t y  t h a t  such an a c t io n  m ig h t  be p e r c e iv e d  as  
u n f a i r  by c e r t a i n  A s s o c ia t io n  c o n s t i t u e n t s .
An exam ple  o f  such an e t h i c a l  c o n f l i c t  was d e s c r ib e d  by
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a p a s t  c h a i r p e r s o n  o f  t h e  Board o f  D i r e c t o r s .  As c h a i r ,  
t h i s  i n d i v i d u a l  had r e c e iv e d  a  te le p h o n e  c a l l  f ro m  a  
N a t io n a l  O f f i c e  s t a f f  member who was in  th e  p ro c e s s  o f  b e in g  
t e r m in a t e d  by S l a g l e .  The s t a f f  member asked t h e  
c h a i r p e r s o n  t o  i n t e r v e n e .  A f t e r  t h e  c a l l ,  t h e  c h a i r  spoke  
t o  some i n d i v i d u a l s  in  o r d e r  t o  l e a r n  more a b o u t  t h e  
c irc u m s ta n c e s  o f  th e  t e r m i n a t i o n .  When S l a g l e  d is c o v e r e d  
t h i s  a c t i v i t y ,  he adm onished th e  c h a i r  f o r  n o t  c o n t a c t in g  
him f i r s t  a b o u t  t h e  c a l l  f ro m  t h e  s t a f f  member. The 
re s p o n d e n t n o te d  t h a t  a l t h o u g h  t h e  a c t io n  was n o t  meant t o  
be d e v io u s ,  " S l a g l e  c a n ’ t  t o l e r a t e  a n y th in g  done b e h in d  h i s  
b a c k ."  T h e i r  r e l a t i o n s h i p  has been c o o l and d i s t a n t  e v e r  
s in c e  due t o  t h i s  and o t h e r  c o n f l i c t s ,  which  bo th  
i n d i v i d u a l s  have v iew e d  as  e r r o r s  o f  bo th  com m ission and 
o m is s io n .
M o d e lin g  The E t h i c a l  S ta n d a rd s
S l a g l e  d id  n o t  c o n s c io u s ly  t r y  t o  o v e r t l y  convey h is  
s ta n d a rd s  t o  o t h e r s .  R a t h e r ,  he r a is e d  q u e s t io n s  o f  
f a i r n e s s  when p a r t i c u l a r  s i t u a t i o n s  a r o s e ,  w h e th e r  i t  was in  
th e  o f f i c e  o r  b o ard  room. A r e c e n t  exam ple o f  t h i s ,  w h ich  
he d is c u s s e d  a t  l e n g t h ,  co n ce rn e d  th e  A s s o c ia t io n  b e in g  
approached by an a s s o c ia t e  member w i t h  a b u s in e s s  
p r o p o s i t i o n .  T h is  a s s o c i a t e  had c o n ta c te d  M a s te rC a rd  and 
wanted NACA t o  a s s i s t  i n  p ro m o tin g  t h i s  c r e d i t  c a rd  t o  
s tu d e n ts  on t h e  campuses o f  member i n s t i t u t i o n s .  In  r e t u r n
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f o r  i t s  s u p p o r t  i n  l i n k i n g  M a s te rC a rd  w i t h  c o l l e g e s ,  NACA 
would r e c e iv e  one d o l l a r  f o r  each  a p p l i c a t i o n  r e c e iv e d  
th ro u g h  t h i s  p r o m o t io n .  T h is  was a  l e g i t i m a t e  b u s in e s s  
a r ra n g e m e n t ,  b u t  b o th  t h e  v o l u n t e e r s  and S l a g l e  had a 
co n ce rn  w i t h  t h e  p o s s ib le  m o t iv e s  and t r u s t w o r t h i n e s s  o f  th e  
a s s o c ia t e  member whose o r g a n i z a t i o n  would s e r v e  as  t h e  
m id d le  company betw een  NACA and M a s te rC a rd .  One i n d i v i d u a l  
a t  t h e  m e e t in g  s u g g e s te d  t h a t  NACA c u t  i t s  own d e a l  w i t h  
M a s te rC a rd  and bypass t h e  q u e s t io n a b le  a s s o c i a t e ,  b u t  S l a g l e  
v ie w ed  t h i s  a c t i o n  as  e t h i c a l l y  t r o u b l i n g .  Even th o u g h  th e  
p ro b le m  came w i t h  t h e  m id d le  company, S l a g l e  d i d n ’ t  f e e l  
c o m fo r ta b le  g o in g  a ro u n d  t h e  company s in c e  t h e  a s s o c ia t e  had 
d e v e lo p e d  th e  id e a  o f  t h e  p ro m o t io n  and b ro u g h t  i t  t o  th e  
A s s o c ia t io n .  Due t o  t h i s  c o n c e rn ,  NACA as o f  t h i s  w r i t i n g  
has n o t  p ro ceed ed  w i t h  any c r e d i t  c a rd  p r o m o t io n .
S e n io r  s t a f f  members i n  t h e  N a t io n a l  O f f i c e  spoke o f t e n  
o f  S l a g l e ’ s h ig h  e t h i c a l  s ta n d a r d s  and o f  how he s t r e s s e d  
both  f a i r n e s s  and t h e  n e c e s s a ry  ap p ea ra n ce  o f  f a i r n e s s  in  
a l l  i n t e r a c t i o n s  w i t h  a s s o c i a t i o n  members. S l a g l e  e x p e c te d  
s t a f f  members t o  r a i s e  e t h i c a l  d ilem m as f o r  d is c u s s io n  when 
th e y  w ere  e n c o u n te re d .  One key a s s i s t a n t  spoke o f  how 
" S l a g l e  is  one o f  t h e  fe w  p e o p le  I  know who l i v e s  up t o  h is  
own e t h i c a l  s ta n d a r d s  . . .  I  h o n e s t ly  b e l i e v e  t h a t  b e in g  
around h im , a l l  o f  us have a  h ig h e r  e x p e c t a t i o n  o f  
o u r s e lv e s "  (p e r s o n a l  c o m m u n ic a t io n ) .  Form er Chairwoman  
Boatman o b s erv e d  t h e  same e f f e c t  o f  S l a g l e ’ s e t h i c a l
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s ta n d a r d s :
I  have  t h e  f e e l i n g  t h a t  someone w i t h o u t  a h ig h  e t h i c a l  
code i n  th e  N a t i o n a l  O f f i c e  d o e s n ’ t  l a s t  v e r y  lo n g .  
S te v e  has le s s  c o n t r o l  o v e r  v o l u n t e e r s ,  b u t  i f  we lo o k  
a t  t h e  s t a n d a r d s  o f  b e h a v io r  and t h e  p r a c t i c e s  t h a t  
have been i n c o r p o r a t e d  s in c e  198 3 , I  t h i n k  t h e r e  has  
been a c e r t a i n  d e g re e  o f  c o n ta g io n ,  w i t h i n  reason g iv e n  
such a l a r g e  o r g a n i z a t i o n  o f  v o l u n t e e r s  (p e rs o n a l '  
commun i c a t  i o n ) .
One change i n  t h e  A s s o c i a t i o n ’ s key v o lu n t e e r s  i s  in  
t h e i r  b e h a v io r s .  W i th  t h e  im p o r t a n t  p la c e  e n t e r t a in m e n t  has  
had in  t h e  h i s t o r y  o f  t h e  o r g a n i z a t i o n ,  and th e  s o c ia l  
a c t i v i t i e s  c o o r d i n a t in g  r o l e  most v o l u n t e e r s  have had on 
t h e i r  c o l l e g e  cam puses, v o lu n t e e r s  have t r a d i t i o n a l l y  both  
worked and p a r t i e d  h a rd  a t  c o n v e n t io n s  and m e e t in g s .  NACA 
l o r e  i s  f u l l  o f  s t o r i e s  o f  Board members and o t h e r  key 
v o lu n t e e r s  b e in g  fo u n d  in  u n l i k e l y  o r  e m b a r ra s s in g  
c irc u m s ta n c e s  a f t e r  consuming l a r g e  q u a n t i t i e s  o f  a lc o h o l .
My o b s e r v a t io n s  w e re  t h a t  much o f  t h i s  o u tra g e o u s  b e h a v io r  
has c ea s ed , and t h e  t o p i c  o f  t h e  r o l e  m o d e lin g  
r e s p o n s i b i l i t y  o f  v o l u n t e e r s  i s  now o p e n ly  d is c u s s e d  a t  
Board and E x e c u t iv e  C om m ittee  m e e t in g s .  As Boatman 
c o n f id e d ,  i t  i s  now a c c e p t a b le  t o  a d d re s s  t h e  is s u e  o f  th e  
b e h a v io r  o f  v o l u n t e e r s  th ro u g h o u t  t h e  o r g a n i z a t i o n .
S l a g l e  s a id  he has t r i e d  t o  d e v e lo p  an e t h i c a l  
c o n s c io u s n es s  in  th o s e  who work a round h im , e s p e c i a l l y  th e
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s t a f f  in  th e  N a t io n a l  O f f i c e ,  w h e re  th e  c r i t i c a l  co n cern  f o r  
f a i r n e s s  must e m an a te .  S t a f f  members o f t e n  r e c e iv e d  
r e q u e s ts  f o r  s p e c ia l  a r ra n g e m e n ts  o r  c o n s id e r a t io n  fro m  
a s s o c ia t e  and c o l l e g e  members. W h i le  t h e  NACA s t a f f  and 
v o lu n t e e r s  have s p e n t  c o n s id e r a b le  t im e  d u r in g  th e  p a s t  f i v e  
y e a rs  u p d a t in g  and e x p a n d in g  t h e  p o l i c y  and p ro c e d u re  
m an u a l,  some is s u e s  o r  r e q u e s ts  f a l l  i n t o  g ra y  a r e a s .  When 
t h i s  o c c u r r e d ,  S l a g l e  u rged  s t a f f  t o  lo o k  a t  each s i t u a t i o n  
as t o  what needed t o  be done in  o r d e r  t o  t r e a t  th e  member 
f a i r l y .  When asked  w hat was done when an A s s o c ia t io n  p o l i c y  
s ta n d s  in  th e  way o f  f a i r n e s s ,  b o th  S l a g l e  and key s t a f f  
members s t a t e d  t h a t  th e y  go d i r e c t l y  t o  t h e  c h a i r p e r s o n  o f  
t h e  Board o f  D i r e c t o r s  t o  o p e n ly  d is c u s s  t h e  p rob lem  and th e  
s p e c ia l  c irc u m s ta n c e s  w hich  may r e q u i r e  changes o r  
e x c e p t io n s .  Such open d is c u s s io n  o f  e t h i c a l  dilem m as w i t h  
th e  c h a i r  i s  v iew ed  as p ro p e r  and i s  s u p p o r te d  by b o th  th e  
s t a f f  and th e  Board o f  D i r e c t o r s .  F ig u r e  1 shows S la g le  
m e e t in g  th e  N a t io n a l  O f f i c e  c o n fe r e n c e  room w i th  Lou Ross, 
D i r e c t o r  o f  M a r k e t in g  S e r v ic e s ,  and D o r is  G an t,  
A d m i n i s t r a t i v e  A s s is t a n t .
T h e re  was an i n c i d e n t  in  1989 w h ich  s e rv e d  as an 
exam ple  th e  c o n ta g io u s n e s s  and openness o f  d is c u s s io n  in  th e  
NACA o f f i c e  o f  a e t h i c a l  d i lem m a. A c u s to d ia n  in  th e  
b u i l d i n g  which  houses th e  N a t io n a l  O f f i c e  was im p r o p e r ly  
u s in g  a c id  t o  c le a n  a d r a i n ,  and h i s  a c t io n s  produced a gas 
which sp read  th ro u g h o u t  th e  b u i l d i n g  and caused an
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F ig u re  1 . S l a g l e ,  in  th e  c e n t e r ,  meet ing w i th  s t a f f  members 
Lou Ross and D o r is  Gant .
evacuat ion  o f  everyone in  th e  b u i l d i n g .  A f t e r  th e  b u i ld in g  
was d ec la red  s a fe  and t h e  te n a n t s  re tu rn e d  t o  t h e i r  o f f i c e s ,  
a NACA s t a f f  member d is c o v e re d  th e  gas had damaged a 
s i g n i f i c a n t  amount o f  s e n s i t i v e  chemical p r i n t i n g  s u p p l ie s .  
NACA f i l e d  a c la im  w i t h  i t s  insurance company, assuming 
e i t h e r  t h a t  company o r  th e  f i r m  p r o v id in g  insurance coverage  
t o  the  owner o f  the  b u i l d i n g  would pay NACA f o r  the  loss .  
NACA rece ived  a s e t t l e m e n t  from i t s  insurance f i r m  and then,  
a s h o r t  t im e  l a t e r ,  a l s o  re c e iv e d  a check t o  cover  the  f u l l  
amount of  the  loss  from th e  in s u r e r  o f  the  b u i l d i n g .  When a 
s t a f f  member brought  th e  second check in  t o  show i t  to  
S l a g l e ,  he asked what she in tended to  do w i th  i t .  She
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r e p l i e d  " W e l l ,  I  know w hat you p ro b a b ly  w a n t  me t o  do w i t h  
i t ,  send i t  b a ck "  ( p e r s o n a l  c o m m u n ic a t io n ) .  The s t a f f  
member spoke w i t h  S l a g l e  f o r  a fe w  m in u te s  a b o u t  t h e  dilem m a  
o f  k e e p in g  b o th  c h e c k s ,  s in c e  i t  most l i k e l y  w ou ld  n e v e r  
have been d is c o v e r e d ,  b u t  th e n  d e c id e d  on h e r  own t o  r e t u r n  
th e  money t o  one i n s u r e r .
F o r  S l a g l e ,  t h i s  was an im p o r ta n t  i n c i d e n t .  A t  f i r s t ,  
th e  s t a f f  member fo c u s e d  on th e  is s u e  t h a t  no one w ould  
p r o b a b ly  know i f  b o th  checks  were k e p t  by NACA. I t  th e n  
became an is s u e  o f  w hat was r i g h t  and f a i r .  As S la g le  
s t a t e d ,  th e  ch ec k  was r e tu r n e d  t o  t h e  in s u r a n c e  company, 
where i t  was p r o b a b ly  r o u te d  t o  t h e  a c c o u n t in g  d e p a r tm e n t  
and d e p o s i t e d  w i t h o u t  anyone p a u s in g  t o  r e f l e c t  on t h i s  
h o n e s t  a c t i o n .  S l a g l e  s a i d  t h a t  he d o e s n ’ t  b e l i e v e  
f o l l o w e r s  e x p e c t  a  l e a d e r  t o  be a s a i n t ,  b u t  t h e y  do e x p e c t  
t h a t  one must be f a i r .  F a i rn e s s  in  a l l  i n t e r a c t i o n s  w i t h  
members and b u s in e s s  a s s o c ia t e s  i s  w h at he s t r e s s e s  w i t h  
s t a f f .  A key b e l i e f  he has i s  i n  t h e  c o n ta g io u s n e s s  o f  
e t h i c a l  b e h a v io r ,  t h a t  by d o in g  t h e  r i g h t  t h i n g  i t  w i l l  
to u c h  a n o th e r  p e rs o n  and th e n  a n o t h e r ,  a l l  o f  w h ich  does  
e v e n t u a l l y  c o n t r i b u t e  t o  a more e t h i c a l  s o c i e t y .
Formal Codes O f E t h i  cs
I n  Ju n e , 1 9 7 5 ,  NACA adopted  a  fo rm a l  code o f  e t h i c s  f o r  
c o l l e g e  and a s s o c i a t e  members (A p p en d ix  D ) .  T h is  code was 
in te n d e d  t o  p r o v id e  an e t h i c a l  fo r m a t  w h ich  c o l l e g e  and
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a s s o c ia t e  members w ould  f o l l o w  i n  t h e i r  b u s in e s s  d e a l in g s .  
The i n t r o d u c t i o n  t o  t h e  code p r o v id e s  a  r a t i o n a l e  f o r  
e t h i c a l  b e h a v io r :
As members o f  NACA, we b e l i e v e  and a d v o c a te  t h a t  
e t h i c a l  and c o u r te o u s  p r a c t i c e s  a r e  im p o r t a n t  in  t h e i r  
own r i g h t  and e s s e n t i a l  t o  good b u s in e s s .  The NACA 
S ta te m e n t  o f  B u s in es s  E t h ic s  and S ta n d a r d s  i n d ic a t e s  
good b u s in e s s  p r a c t i c e s  t h a t  g e n e r a l l y  have t h e  
q u a l i t i e s  o f  h o n e s ty ,  f a i r n e s s ,  c o n s i d e r a t i o n  and 
e n l ig h t e n e d  p r o f e s s io n a l is m .  We s u p p o r t  them in  l e t t e r  
and s p i r i t .  (NACA S ta te m e n t  o f  B u s in e s s  E t h ic s  and 
S ta n d a r d s ,  1 9 8 8 ,  pp . 1 3 - 1 4 )
The code c o n t a in s  s e c t io n s  on c o n t r a c t i n g ,  c o u r t e s y  and 
h o s p i t a l i t y ,  and o u t l i n e s  a fo rm a l  g r ie v a n c e  p r o c e d u re .  I t  
must be s ig n e d  by a s s o c ia t e  and c o l l e g e  r e p r e s e n t a t i v e s  each  
y e a r  as p a r t  o f  t h e  renew al o f  t h e i r  i n s t i t u t i o n a l  
m em bership.
I n  1 9 8 2 ,  t h e  y e a r  b e fo r e  S l a g l e  became E x e c u t iv e  
D i r e c t o r ,  I  c h a i r e d  t h e  e t h i c s  and g r ie v a n c e  c o m m itte e  f o r  
th e  Board o f  D i r e c t o r s .  T h is  c o m m itte e  i s  r e s p o n s ib le  f o r  
w o rk in g  c l o s e l y  w i t h  th e  E x e c u t iv e  D i r e c t o r  t o  i n v e s t i g a t e  
ch arg e s  o f  v i o l a t i o n s  o f  th e  e t h i c s  code and t o  pass  
s a n c t io n s  a g a i n s t  b o th  schoo l and a s s o c i a t e  members as was 
deemed n e c e s s a r y .  A t  t h e  t i m e ,  t h e  p ro c e d u re s  f o r  th e  
c o m m itte e  w ere  n o t  c l e a r ,  and I  had t h e  d i s t i n c t  im p res s io n  
t h a t  i n v e s t i g a t i n g  e t h i c a l  v i o l a t i o n s  was n o t  v iew ed  as a
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p r i o r i t y  by th e  N a t io n a l  O f f i c e  s t a f f .  S in c e  S la g le  became 
E x e c u t iv e  D i r e c t o r ,  c o n s id e r a b le  e f f o r t  has been g iv e n  t o  
c l e a r i n g  up q u e s t io n s  a b o u t  t h e  e n t i r e  g r ie v a n c e  p ro c e s s ,  
and S l a g l e  i s  a c t i v e l y  in v o lv e d  i n  i n v e s t i g a t i n g  d is p u te s  
and a r b i t r a t i n g  s e t t l e m e n t s  betw een  t h e  p a r t i e s  in v o lv e d  in  
such d is p u t e s .
A n o th e r  e t h i c a l  code w i t h  w h ich  S l a g l e  i s  f a m i l i a r  
comes fro m  th e  A m erican  S o c ie t y  o f  A s s o c ia t io n  E x e c u t iv e s  
(A S A E ). D u r in g  h i s  te rm  as E x e c u t iv e  D i r e c t o r ,  S la g le  has  
become i n c r e a s i n g l y  a c t i v e  in  t h i s  o r g a n i z a t i o n ,  sen d in g  
b o th  h im s e l f  and o t h e r  s t a f f  members t o  ASAE workshops and 
c o n fe r e n c e s ,  a c c e p t in g  a v o l u n t e e r  p o s i t i o n  in  th e  
o r g a n i z a t i o n ,  and a c t i v e l y  r e a d in g  i t s  l i t e r a t u r e  and 
r e g u l a r l y  s h a r in g  i t s  in f o r m a t i o n  w i t h  t h e  Board o f  
D i r e c t o r s .  When I  v i s i t e d  h is  o f f i c e  in  May, 1988 , I  
o b s e rv e d  t h a t  th e  most r e c e n t  e d i t i o n  o f  t h e  ASAE 
p u b l i c a t i o n  A s s o c ia t io n  Management was t h e  o n ly  non-NACA 
p u b l i c a t i o n  on o r  n e a r  h i s  d e s k .
ASAE has a code o f  e t h i c s  w h ich  b e g in s  w i t h  t h i s  
s ta te m e n t :
T h is  Code o f  S ta n d a rd s  o f  C onduct f o r  members o f  th e  
A m erican  S o c ie ty  o f  A s s o c ia t io n  E x e c u t iv e s  has been 
ad o p te d  t o  prom ote  and m a in t a in  th e  h ig h e s t  s ta n d a rd s  
o f  a s s o c i a t i o n  s e r v i c e  and p e rs o n a l  c o n d u c t among i t s  
members. A dherence  t o  th e s e  s ta n d a r d s  i s  r e q u i r e d  f o r  
membership i n  th e  S o c i e t y ,  and s e r v e s  t o  a s s u re  p u b l i c
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c o n f id e n c e  in  th e  i n t e g r i t y  and s e r v i c e  o f  A s s o c ia t io n  
E x e c u t iv e s .  (A m e r ic a n  S o c ie t y  o f  A s s o c ia t io n  
E x e c u t iv e s ,  1 9 8 8 ,  p .  3 1 )
G iven  b o th  S l a g l e ’ s h ig h  e t h i c a l  s ta n d a rd s  and h is  i n t e r e s t  
i n  ASAE, I  d e v e lo p e d  a  q u e s t i o n n a i r e  (s e e  F ig u r e  2 )  u s in g  
t h e  tw e lv e  s ta te m e n ts  i n  t h e  ASAE S ta n d a rd s  o f  Conduct  
(A p p en d ix  E) as a m ethod o f  t r i a n g u l a t i n g  th e  in f o r m a t io n  I  
re c e iv e d  th ro u g h  my i n t e r v i e w s  on S l a g l e ’ s s t r o n g  e t h i c a l  
s ta n d a r d s .  Each o f  th e s e  12 s ta n d a rd s  was a d a p te d  t o  
r e f l e c t  an e t h i c a l  s ta n d a r d  w h ich  re sp o n d en ts  th e n  used as a 
c r i t e r i o n  t o  e v a l u a t e  S l a g l e ’ s e t h i c a l  b e h a v io r .  Responses  
were made on an o r d i n a l  s c a le  o f  f o u r  c a t e g o r i e s :  3 -
A lways d i s p la y s  t h i s  c h a r a c t e r i s t i c :  S te v e  c o u ld  s e r v e  as a
model f o r  E x e c u t iv e  D i r e c t o r s  o f  p r o f e s s io n a l  a s s o c i a t i o n s ;
2 -  U s u a l ly  d i s p la y s  t h i s  c h a r a c t e r i s t i c :  one o f  S t e v e ’ s
s t r e n g t h s ;  1 -  Som etim es d i s p la y s  t h i s  c h a r a c t e r i s t i c :
S te v e  c o u ld  im prove  h e r e ;  and 0 -  I  do n o t  possess  th e  
n e ce s sa ry  e x p e r ie n c e  t o  ju d g e  t h i s  c h a r a c t e r i s t i c .  The 
anonymous q u e s t i o n n a i r e  was s e n t  t o  f o u r t e e n  c r i t i c a l  
in fo r m a n ts :  a l l  p a s t  c h a i r p e r s o n s  o f  th e  Board who have  
worked w i t h  S l a g l e  and h i s  key  a s s i s t a n t s  and d e p a r tm e n t  
heads in  th e  N a t io n a l  O f f i c e .  A l l  f o u r t e e n  re s p o n d e n ts  
re tu r n e d  t h e  s u r v e y .
These i n d i v i d u a l s  w ere  s e l e c t e d  t o  c o m p le te  t h i s  s u rv e y  
because o f  t h e i r  c lo s e  w o rk in g  r e l a t i o n s h i p  w i t h  S l a g l e .  To 
d ig r e s s  a  b i t ,  i t  may be im p o r ta n t  f o r  me t o  e x p l a i n  why t h e
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
107
ASAE STANDARDS OF CONDUCT QUESTIONNAIRE 
ROBERT A. FINK DISSERTATION RESEARCH 
Please respond to  tr.e f o l l o w i n g  s ta tem en ts  according t o  th e  degree in  
wnicn Steve S la g le  e x h i D i t s  th e  c h a r a c t e r i s t i c  o r  b e h a v io r .  Answer by 
c i r c l i n g  th e  a p p ro p r ia te  number acco rd ing  t o  th e  f o l lo w in g  d e f i n i t i o n s :
3 -  Always d is p la y s  t h i s  c h a r a c t e r i s t i c :  Steve could se rv e  as a mooel f o r  
E xecu tive  D i r e c t o r s  o f  p ro fe s s io n a l  as so c ia t io n s  
2 -  U s u a l ly  d is p la y s  t h i s  c h a r a c t e r i s t i c :  one o f  S te v e ’ s s t re n g th s  
1 -  Sometimes d is p la y s  t h i s  c h a r a c t e r i s t i c :  Steve could improve h ere  
0 -  I  do not possess t h e  necessary exp e r ien ce  to  judge t h i s  c h a r a c t e r i s t i c
M a in ta in s  th e  h ig h e s t  s ta n d a rd  o f  persona l conduct 3 2 1 0
Promotes and encourages th e  h ig h e s t  le v e l  o f  3 2 1 0
e t h ic s  w i t h in  th e  e d u c a t io n a l  p ro fe s s io n
M a in ta in s  lo y a l t y  to  NACA, and pursues i t s  3 2 1 0
o b je c t iv e s  in  ways t h a t  a r e  c o n s is t e n t  w i th  the  
p u b l ic  i n t e r e s t
Recognizes and d is c h a rg e s  h is  r e s p o n s i b i l i t y  and 3 2 1 0
t h a t  o f  NACA to  uphold a l l  laws and r e g u la t io n s  
r e l a t i n g  to  NACA p o l i c i e s  and a c t i v i t i e s
S t r iv e s  f o r  e x c e l le n c e  in  a l l  aspe c ts  o f  3 2 1 0
management o f  NACA
Uses o n ly  le g a l  and e t h i c a l  means in  a l l  NACA 3 2 1 0
a c t i v i t i e s
Serves a l l  NACA members i m p a r t i a l l y ,  p ro v ides  no 3 2 1 0
s o e c ia l  p r i v i l e g e  t o  any i n d i v i d u a l  member, and
accepts no personal compensation from a member
except  w ith  th e  knowledge and consent o f  th e  NACA
Board o f  Di re c to rs
M a in ta in s  th e  c o n f i d e n t i a l i t y  o f  p r i v i l e g e d  3 2 1 0
in fo rm a t io n  e n t ru s te d  o r  known t o  him by v i r t u e  
of h is  o f f i c e
Refuses t o  engage in ,  o r  countenance, a c t i v i t i e s  3 2 1 0
f o r  personal ga in  a t  t h e  expense o f  NACA or the  
ed u ca tio n a l  p ro fe s s io n
Always communicates NACA i n t e r n a l  and e x te r n a l  3 2 1 0
sta tem en ts  in  a t r u t h f u l  and a c c u ra te  manner
Cooperates in  ev ery  re a s o n ab le  and p roper way w ith  3 2 1 0
o th e r  a s s o c ia t io n  e x e c u t iv e s ,  and works w ith  them 
in  th e  advancement o f  t h e  p ro fe s s io n  o f  as so c ia t io n  
management
Uses ev ery  o p p o r tu n i ty  t o  improve p u b l ic  3 2 1 0
understand ing  o f  th e  r o l e  o f  a s s o c ia t io n s
Figure  2.  Q u e s t io n n a i r e  based on ASAE Standards o f  Conduct.
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Board c h a i r p e r s o n s  w e re  key  in f o r m a n t s .  As S l a g l e  and many 
v o lu n t e e r s  have s a i d ,  t o  s e r v e  as  th e  c h a i r p e r s o n  o f  th e  
Board o f  D i r e c t o r s  i s  t o  make t h e  u l t i m a t e  s a c r i f i c e  in  
p e rs o n a l  t im e  and com m itm ent t o  NACA. The c h a i r p e r s o n  i s  
e le c t e d  by t h e  Board t o  a  t h r e e  y e a r  te r m ,  u s u a l l y  a f t e r  
a l r e a d y  s e r v in g  a t  l e a s t  tw o  o r  t h r e e  y e a r s  on t h e  B o a rd ,  
in c lu d in g  one y e a r  on t h e  E x e c u t iv e  C o m m itte e . D u r in g  t h e  
f i r s t  y e a r  o f  t h e  t h r e e  y e a r  te r m ,  th e  i n d i v i d u a l  s e r v e s  as  
c h a i r - e l e c t ,  d u r in g  w h ich  h i s / h e r  p r im a ry  r e s p o n s i b i l i t y  i s  
t o  c h a i r  t h e  F in a n c e  C o m m itte e  o f  th e  Board and d e v e lo p  th e  
A s s o c i a t i o n ’ s an n u a l b u d g e t .  H e re ,  th e  c h a i r - e l e c t  w orks  
c lo s e l y  w i t h  many d e p a r tm e n t  heads in  th e  N a t io n a l  O f f i c e  as  
w e l l  as w i t h  o t h e r  s t a f f  members a t  a l l  l e v e l s  in  t h e  
o r g a n i z a t i o n .  D u r in g  t h e  second y e a r  th e  i n d i v i d u a l  has t h e  
r e s p o n s i b i l i t y  o f  c h a i r i n g  t h e  Board o f  D i r e c t o r s ,  d u r in g  
which t im e  a l l  p a s t  i n d i v i d u a l s  who have s e rv e d  in  t h i s  
p o s i t i o n  r e c a l l  d a i l y  t e le p h o n e  c a l l s  w i t h  S l a g l e .  The  
c h a i r  a ls o  c o o r d in a t e s  S l a g l e ’ s e v a l u a t i o n  by th e  E x e c u t iv e  
Com m ittee and f u l l  Board  o f  D i r e c t o r s  and , when r e q u i r e d ,  
d i r e c t s  t h e  r e n e g o t i a t i o n  o f  h i s  employment c o n t r a c t .  I n  
th e  f i n a l  y e a r  o f  t h e  t e r m ,  t h i s  i n d i v i d u a l  s e r v e s  as  
c h a ir p e r s o n  o f  t h e  A s s o c ia t e  Member A d v is o ry  C o u n c i l ,  a 
co m m ittee  o f  e l e c t e d  a s s o c i a t e  members r e s p o n s ib le  t o  
r e p r e s e n t  th e  needs o f  t h e i r  group t o  th e  Board o f  D i r e c t o r s  
and o t h e r  c o m m it te e s  o f  NACA.
The r e s u l t s  o f  t h i s  q u e s t io n n a i r e  (s e e  T a b le  1 )
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Tab le  1
R e s u l ts  o f  S ta n d a rd s  o f  C o n d u c t Q u e s t io n n a i r e
Summary o f  Responses
Q u e s t io n s Mean Mode Range
1 2. 71 3 2 - 3
2 2 . 6 9 3 2 - 3
3 3 .0 0 3
4 2 . 9 3 3 2 - 3
5 2 . 5 7 3 2 - 3
6 2 .8 6 3 2 - 3
7 2 .4 6 2 2 - 3
8 2 . 9 3 3 2 - 3
9 2 . 6 9 3 2 - 3
10 2 . 5 7 3 2 - 3
11 2 .5 8 3 2 - 3
12 2 .5 4 3 1 -  3
r e in f o r c e d  my e a r l i e r  f i n d i n g s  o f  S l a g l e ’ s s t r o n g  e t h i c a l  
p o s i t io n  and i t s  r e c o g n i t io n  and r e s p e c t  by h is  p e e r s ,  
s u p e r v is o r s ,  and s u b o r d in a t e s .  The a lm o s t  unanimous answ er
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t o  a l l  q u e s t io n s  b u t  one was 3 ,  t h a t  S l a g l e  a lw a y s  d is p la y s  
t h i s  c h a r a c t e r i s t i c  and c o u ld  s e rv e  as a  model f o r  o t h e r  
a s s o c ia t io n  E x e c u t iv e  D i r e c t o r s .  The mode was 2 f o r  th e  
s ta te m e n t  " S e rv e s  a l l  NACA members i m p a r t i a l l y ,  p r o v id e s  no 
s p e c ia l  p r i v i l e g e  t o  any i n d i v i d u a l  member, and a c c e p ts  no 
p e rs o n a l  c o m p en s a t io n  fro m  a  member e x c e p t  w i t h  t h e  
know ledge and c o n s e n t  o f  t h e  NACA Board o f  D i r e c t o r s . "  In  
a d d i t i o n ,  o n ly  one i n d i v i d u a l  answered any q u e s t io n  w i t h  a  
1, s i g n i f y i n g  a  need f o r  im provem ent, and t h i s  was f o r  th e  
s ta te m e n t  "Uses e v e r y  o p p o r t u n i t y  t o  im prove  p u b l i c  
u n d e rs ta n d in g  o f  t h e  r o l e  o f  a s s o c i a t i o n s . "  T h is  s t r o n g l y  
p o s i t i v e  re s p o n s e  fro m  key s t a f f  and Board members 
r e a f f i r m e d  th e  o p in io n  I  had form ed fro m  t h e  r e s u l t s  o f  my 
i n t e r v i e w s ,  o b s e r v a t io n s ,  and e x p e r ie n c e s  r e g a r d in g  S l a g l e ’ s 
s tr o n g  s ta n d a r d s  o f  e t h i c s  and i n t e g r i t y .
O r g a n iz a t i o n a l  Knowledge  
A n o th e r  a s p e c t  o f  S l a g l e ’ s i n f lu e n c e  w i t h i n  NACA which  
appeared  th r o u g h o u t  my i n t e r v i e w s  and o b s e r v a t io n s  was h is  
th o ro u g h  know ledge  o f  a s s o c ia t io n s  in  g e n e ra l  and NACA in  
p a r t i c u l a r .  A l l  o f  th e  c h a i r p e r s o n s  o f  th e  Board o f  
D i r e c t o r s  p r a is e d  h i s  th o ro u g h  knowledge and p r e p a r a t i o n  on 
v i r t u a l l y  a l l  is s u e s .  As 1989 Board Chairm an Raymon P a rk e r  
s t a t e d ,  "He h a n d le s  a l l  t h e  in f o r m a t io n  in  an a m a z in g ly  
s u c c in c t  f a s h io n .  . . . I ’ ve seen him s w i t c h  fro m  one t o p i c  
t o  a n o th e r  t o  a n o th e r  t o  a n o th e r  and a lw a y s  th e  know ledge he
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has in  h is  head and t h e  way t h a t  he a r t i c u l a t e s  i t  and in  a 
v e r y  n e u t r a l  f a s h io n  when p r o v i d in g  in f o r m a t io n  amazes me” 
(p e r s o n a l  c o m m u n ic a t io n ) .
W h i le  t h e  r o l e  o f  h i s t o r i a n  and in f o r m a t io n  p r o v id e r  i s  
common f o r  e x e c u t iv e  d i r e c t o r s  o f  v o l u n t e e r  a s s o c i a t i o n s ,  
t h e  th o ro u g h n e s s  o f  p r e p a r a t i o n  and r e s e a r c h  S la g le  
d is p la y e d  w ere  im p r e s s iv e .  T h is  th o ro u g h n e s s  was r e f l e c t e d  
in  th e  o p e r a t io n  and t h e  i n t e n s i t y  o f  fo c u s  by s t a f f  members 
in  th e  N a t io n a l  O f f i c e .  A c c o rd in g  t o  f e l l o w  s t a f f  members, 
v e r y  l i t t l e  t im e  in  t h e  o f f i c e  was s p e n t  on i d l e  c h a t .  Much 
o f  S l a g l e ’ s day was consumed on t h e  te le p h o n e  com m unicating  
w i t h  th e  hundreds  o f  v o l u n t e e r s  th r o u g h o u t  t h e  c o u n t r y .  
D e s p i t e  b e in g  an a v id  g o l f e r ,  he used t h e  p u t t e r  and g o l f  
b a l l  r e t u r n e r  lo c a te d  in  th e  c o r n e r  o f  h i s  o f f i c e  o n ly  
d u r in g  e x te n d e d  te le p h o n e  c a l l s ,  th a n k s  t o  an e x t r a  long  
te le p h o n e  c o r d .  Because o f  t h e  s te a d y  r in g i n g  o f  th e  
te le p h o n e ,  i t  was n o t  uncommon f o r  a queue o f  s t a f f  t o  fo rm  
o u t s id e  h i s  o f f i c e  in  th e  h a l lw a y ,  w a i t i n g  f o r  a b re ak  
betw een te le p h o n e  c a l l s  i n  o r d e r  t o  ask  him a q u e s t io n .  
In f o r m a l  c o m m u n ica tio n , w i t h  q u ic k  q u e s t io n s  o r  u p d a te s  on 
p ro b lem s  o r  is s u e s ,  was t h e  r u l e .  W h i le  t h e r e  w ere  
r e g u l a r l y  sch e d u le d  w e e k ly  s t a f f  and d e p a r tm e n ta l  m e e t in g s ,  
t h e  in fo r m a l  p ro c es s  f o r  s h a r in g  in f o r m a t io n  o u t s id e  o f  
fo rm a l  r e p o r t s  o r  m e e t in g s  was a l s o  r e f l e c t e d  by th e  f a c t  
t h a t  i n d i v i d u a l  o f f i c e  doors  w ere  seldom  c lo s e d .  F ig u r e  3 
shows S l a g l e  a t  work a t  h i s  desk  in  t h e  N a t io n a l  O f f i c e .
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
112
F igure  3 . S l a g l e  a t  h i s  o f f i c e  desk.
S l a g l e ’ s r o l e  o f  h i s t o r i a n  and i n fo r m a t io n  p r o v i d e r  i s  
most app aren t  d u r in g  t h e  meet ings of  t h e  Board o f  D i r e c t o r s  
and the  E x e c u t iv e  Committee o f  the Board. As d e s c r ib e d  by 
former A s s i s t a n t  E x e c u t iv e  D i r e c t o r  R ichard  M a is ,  S l a g l e  
d i d n ’ t  m a n ip u la te  t h e  Board through the  c o n t r o l  o f  
in f o r m a t i o n .  He a c t i v e l y  presented  m u l t i p l e  o p t io n s  and 
background i n f o r m a t i o n  f o r  each p o t e n t i a l  course o f  a c t io n  
to  the Board w i t h o u t  any hidden agendas. W hi le  S l a g l e
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p r e s e n te d  h i s  o p in io n s  and q u e s t io n s  t o  c h a l l e n g e  t h e  B oard ,  
M a is  n o te d  t h a t  S l a g l e  " h o n e s t ly  b e l i e v e s  t h e  Board  o f  
D i r e c t o r s  was t h e  group  w h ich  needs t o  make a l l  p o l i c y  
d e c is io n s "  (p e r s o n a l  ccm m unicat i o n ) .
A te c h n iq u e  used by S l a g l e  t o  e m p h as ize  t h e  
p r e s e n t a t i o n  o f  in f o r m a t i o n  he v ie w e d  as c r i t i c a l  d u r in g  
Board  m e e t in g s  was a s k in g  q u e s t io n s  w hich  b o rd e re d  on b e in g  
re d u n d a n t .  S in c e  i t  was n o t  uncommon f o r  t h e  Board  o f  
D i r e c t o r s  t o  m eet f o r  up t o  tw e lv e  h o u rs  in  a  s i n g l e  d ay ,  
t h e  a t t e n t i o n  o f  members o f t e n  ebbed and f lo w e d  a c c o r d in g  t o  
t h e  p e r c e iv e d  im p o r ta n c e  o f  th e  s u b j e c t  b e in g  d is c u s s e d .  
S l a g l e  o f t e n  asked  th o s e  who p r e s e n te d  r e p o r t s  t o  t h e  Board  
s e v e r a l  q u e s t io n s  w h ich  w ere  o b v io u s ly  in te n d e d  t o  h i g h l i g h t  
a c e r t a i n  p o r t i o n  o f  th e  r e p o r t  f o r  th e  r e s t  o f  th e  g ro u p .
An exam ple  o f  t h i s  te c h n iq u e  o c c u r re d  d u r in g  t h e  F e b r u a r y ,  
1988 Board m e e t in g  w h i le  Raymon P a r k e r  was p r e s e n t in g  h is  
c h a i r - e l e c t  r e p o r t  t o  th e  B oard . A copy o f  t h i s  r e p o r t  had 
e a r l i e r  been d i s t r i b u t e d  t o  members, b u t  S l a g l e  r a is e d  a 
m in o r  q u e s t io n  c o n c e rn in g  th e  s e c t io n  on a f f i r m a t i v e  a c t io n ,  
w hich  w h i l e  i t  had been a co n cern  f o r  t h e  B oard  and th e  
A s s o c ia t io n  f o r  some t im e ,  had r e c e iv e d  l i t t l e  r e a l  
a t t e n t i o n  u n t i l  1 9 8 8 .  S in c e  th e  q u e s t io n  asked  by S l a g l e  
was c l e a r l y  answ ered  in  t h e  r e p o r t ,  I  l a t e r  a sk e d  P a r k e r  why 
he th o u g h t  t h e  is s u e  had been r a is e d  by th e  E x e c u t iv e  
D i r e c t o r .  P a r k e r  r e p l i e d  t h a t  he assumed i t  was S l a g l e ’ s 
way o f  e m p h a s iz in g  t h i s  is s u e  w i t h  t h e  Board members. When
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I  l a t e r  a ls o  d is c u s s e d  t h i s  a c t io n  w i t h  S l a g l e ,  he a d m it te d  
t h a t  he asked  t h e  q u e s t io n  t o  make s u re  t h a t  B oard  members 
knew o f  t h i s  in f o r m a t io n  even  i f  th e y  had n o t  had t im e  t o  
re ad  th e  e n t i r e  r e p o r t .
H is  im p r e s s iv e  know ledge  o f  th e  A s s o c ia t io n  was n o t  
j u s t  a p p a r e n t  t o  Board members and h i s  o f f i c e  s t a f f .  Two 
a s s o c ia t e  members who had been a c t i v e l y  in v o lv e d  as  
v o lu n t e e r s  in  t h e  b u s in e s s  o f  th e  A s s o c ia t io n ,  S c o t t  Jones  
and B a rb a ra  M e y e r ,  b o th  d is c u s s e d  S l a g l e ’ s im p r e s s iv e  
knowledge base and u n d e r s ta n d in g  o f  NACA w i t h  me. M eyer  
n o te d  t h a t  S l a g l e ’ s e x t e n s i v e  re s e a rc h  on and th o ro u g h  
knowledge o f  t h e  is s u e s  im p o r t a n t  t o  a s s o c ia t e s  "has h e lp ed  
b r id g e  t h e  gap betw een t h e  s c h o o ls  and a s s o c ia t e s "  (p e rs o n a l  
co m m u n ica tio n , F e b ru a ry  2 0 ,  1 9 8 8 ) .  S c o t t  J o n e s ,  who has  
s e rv e d  as a n o n v o t in g  a s s o c ia t e  r e p r e s e n t a t i v e  t o  th e  Board  
o f  D i r e c t o r s ,  was im p ress ed  w i t h  S l a g l e ’ s a b i l i t y  t o  draw  
a lm o s t  im m e d ia te ly  upon a v a s t  a r r a y  o f  in f o r m a t io n  on v e ry  
d i f f e r e n t  is s u e s  o r  v a r i e d  p r o j e c t s .  Jones f u r t h e r  n o te d  
t h a t  he b e l ie v e d  S l a g l e  used t h i s  in f o r m a t io n  w i t h  h o n e s ty ,  
n o t  w i t h h o ld in g  o r  l i m i t i n g  access  t o  i n f o r m a t i o n  s im p ly  
because i t  m ig h t  n o t  s u p p o r t  h i s  p a r t i c u l a r  p o s i t i o n .
Jones and M eyer ,  as w e l l  as o t h e r  re s p o n d e n ts  in  t h i s  
s tu d y ,  b e l ie v e d  t h a t  S l a g l e  was re s p e c te d  by t h e  a s s o c ia t e s  
as someone w i t h  i n f l u e n c e  who would l i s t e n  t o  t h e i r  co n cern s  
and p ro b le m s . Board members and o f f i c e r s  o f  th e  
A s s o c ia t io n ,  a l l  o f  whom w ere  v o lu n t e e r s  fro m  member
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c o l l e g e s ,  w ere  u s u a l l y  v iew ed  by a s s o c ia t e s  as more 
i n t e r e s t e d  i n  t h e  e d u c a t io n a l  s id e  o f  t h e  A s s o c ia t io n  no 
m a t t e r  how i m p a r t i a l l y  th e y  m ig h t  f u n c t i o n .  A s s o c ia te s  
o f t e n  b e l ie v e d  t h e  Board had l i t t l e  r e a l  i n t e r e s t  in  NACA’ s 
m a r k e tp la c e  f u n c t i o n  o t h e r  th a n  t o  c o l l e c t  and r e d i s t r i b u t e  
th e  income g e n e r a te d  th ro u g h  f e e s  c h arg e d  t o  a s s o c ia t e  
members. W h i le  I  d o n ’ t  b e l i e v e  S l a g l e  was v ie w e d  as  t h e i r  
a d v o c a te ,  t h e  a s s o c ia t e s  b e l ie v e d  he w ould l i s t e n  t o  a good 
argum ent and t a k e  a s ta n d  a c c o r d in g  t o  w h a t was good f o r  th e  
e n t i r e  A s s o c i a t i o n .  As S a ra  Boatman s t a t e d ,  S l a g l e  was 
r e a l l y  good a t  " lo o k in g  a t  an is s u e ,  any is s u e ,  w i t h o u t  
v e s te d  i n t e r e s t .  . . .  He seldom  p u ts  b a r r ic a d e s  o r  
ro a d b lo c k s  a ro u n d  is s u e s "  (p e r s o n a l  c o m m u n ic a t io n ) .
S l a g l e  a ls o  s h a re d  t h i s  e x t e n s iv e  know ledge  was th ro u g h  
th e  E x e c u t iv e  D i r e c t o r  column in  each is s u e  o f  Campus 
A c t i v i t i e s  P ro gram m ing . t h e  p r im a ry  p u b l i c a t i o n  o f  NACA. 
S l a g l e  used t h i s  column t o  com m unicate w i t h  c o l l e g e  and 
a s s o c ia t e  members on p r e s e n t  and f u t u r e  c h a l le n g e s  t o  NACA, 
h ig h e r  e d u c a t io n ,  and th e  e n t e r t a in m e n t  i n d u s t r y .  T o p ic s  
f o r  h is  colum ns concerned  is s u e s  f a c in g  s c h o o ls  ( c o p y r ig h t  
law chang es , l i a b i l i t y  in s u r a n c e ,  n o n t r a d i t i o n a l  s t u d e n t s ) ,  
th e  A s s o c ia t io n  ( r e o r g a n i z a t i o n ,  v o l u n t e e r i s m ) , and s o c i e t y  
in  g e n e r a l  ( e t h i c s ,  l e a d e r s h i p ) .
A n o th e r  way he conveyed in f o r m a t io n  t o  v o lu n t e e r s  was 
d u r in g  m e e t in g s  o f  th e  Board o f  D i r e c t o r s .  S l a g l e  was o f t e n  
o b serve d  p r o v id in g  background in f o r m a t io n  d u r in g  m e e t in g s ,
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both  when c a l l e d  on t o  do so as w e l l  as  when d is c u s s io n s  
p roceeded  down an avenue  he b e l i e v e d  was n o t  s u p p o r te d  by 
f a c t s .  H is  in p u t  w i t h  t h e  Board was most a p p a r e n t  d u r in g  
budget d is c u s s io n s  a t  t h e  m e e t in g s  each  F e b r u a r y .  H e re  t h e  
Board r e c e iv e d  f ro m  t h e  F in a n c e  C om m ittee  an an n u a l b u d g e t  
p ro p o s a l  f o r  r e v ie w  and a p p r o v a l .  W h i le  t h e  c h a i r - e l e c t  was 
r e s p o n s ib le  f o r  b o th  t h e  work o f  t h e  c o m m itte e  and th e  
b u d g e t ’ s p r e s e n t a t i o n  t o  t h e  B o a rd , i t  was o b v io u s ly  S l a g l e  
who had t h e  most th o ro u g h  command o f  t h e  b u d g e t i n f o r m a t i o n .  
W h ile  t h i s  s h o u ld  n o t  be s u r p r i s i n g  due t o  h is  p o s i t i o n  in  
th e  N a t io n a l  O f f i c e ,  w here  he r e g u l a r l y  d e a l t  w i t h  
A s s o c ia t io n  income and e x p e n d i t u r e s ,  i t  was t h e  way in  w hich  
he s h ared  t h e  in f o r m a t i o n  t h a t  was o f  i n t e r e s t .  D u r in g  my 
o b s e r v a t io n s  o f  t h e  b u d g e t d is c u s s io n s  run  by P a r k e r  in  1988  
and by H a le  in  1 9 8 9 ,  q u e s t io n s  by Board members w ere  th ro w n  
s e e m in g ly  o n to  t h e  t a b l e  in  g e n e r a l  and n o t  d i r e c t e d  t o  any  
one i n d i v i d u a l  t o  an s w e r .  A t  t h e  f i r s t  h i n t  t h a t  P a r k e r  o r  
H a le  w ere  u n su re  o f  th e  a n sw e r ,  S l a g l e  jumped in  t o  c l a r i f y  
th e  is s u e  o r  answ er th e  q u e s t io n .  What was s i g n i f i c a n t  i s  
t h a t  S l a g l e ’ s i n t e r j e c t i o n s  w ere  v iew ed  b o th  by Board  
members and by H a le  and P a r k e r  as n a t u r a l  and a c c e p t a b le .
I n  th o s e  b u d g e t d is c u s s io n s  S l a g l e  o f t e n  seemed t o  be 
f o l l o w i n g  t h e  S o c r a t i c  m o de l,  a s k in g  q u e s t io n s  t o  t h e  Board  
as a w ho le  w hich  w ould  s t i m u l a t e  th o u g h t  and d is c u s s io n .
T h is  was e s p e c i a l l y  t r u e  when t h e  Board was a c t in g  q u i c k l y  
on an is s u e  w h ich  m ig h t  have e i t h e r  long  te rm  s i g n i f i c a n c e
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o r  be o f  c r i t i c a l  im p o r ta n c e  t o  any one p o r t i o n  o f  th e  
m em bership . S l a g l e ’ s comments w ere  o f t e n  b ra c k e te d  by a 
p r e s e n t a t i o n  o f  t h e  h i s t o r y  o f  t h e  p ro b le m  o r  i s s u e ,  p a s t  
a t te m p ts  t o  a d d re s s  i t ,  and t h e  r a t i o n a l e  th e  f i n a n c e  
co m m itte e  had chosen t o  a d d re s s  i t  in  th e  manner so  
p r e s e n t e d .
R e s p e c t  And T r u s t
Many in fo r m a n ts  spoke o f  t h e  way S la g le  i s  r e s p e c te d  
and t r u s t e d  w i t h i n  NACA. I t  i s  a r e s p e c t  which  a p p e a rs  t o  
come fro m  b o th  h i s  h ig h  e t h i c a l  s ta n d a rd s  and h is  th o ro u g h  
knowledge o f  t h e  b u s in e s s  o f  t h e  A s s o c ia t io n ,  w h i l e  t h e  
t r u s t  comes fro m  h is  c o n s is t e n c y  and r e l i a b i l i t y .  P a s t  
C hairm an L aw rence  P ay ton  d e s c r ib e d  i t  by s a y in g  " S te v e  i s  
l i k e  E. F .  H u t to n ;  he commands r e s p e c t  from  th o s e  a round  
him" ( p e r s o n a l  c o m m u n ic a t io n ) .
S l a g l e ’ s r e s p e c t  and t r u s t  were e v id e n t  in  h is  
r e l a t i o n s h i p s  w i t h  t h e  N a t i o n a l  O f f i c e  s t a f f  members and 
c e n t e r e d  on t h e  commitment S l a g l e  showed f o r  h i s  w ork and 
th e  A s s o c i a t i o n .  When asked  w h at S la g le  i s  r e a l l y  good a t ,  
W. C. K i r b y  r e p l i e d  " i n  r u n n in g  t h i s  o r g a n i z a t i o n .  . . .
I ’ l l  t e l l  yo u , I  have n e v e r  seen anybody so d e d ic a t e d  and so  
in v o lv e d "  (p e r s o n a l  c o m m u n ic a t io n ,  F e b ru a ry  18 ,  1 9 8 8 ) .  T h a t  
o p in io n  was echoed  by Nancy W a lb o rn ,  D i r e c t o r  o f  t h e  NACA 
E d u c a t io n a l  F o u n d a t io n ,  when she d e s c r ib e d  S l a g l e  as a r o l e  
model who s e t  a s ta n d a r d  f o r  o t h e r  s t a f f  members by h i s  h a rd
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w o rk , b u t  does i t  w i t h o u t  m aking t h e  work a p p e a r  te d io u s  o r  
a c h o re .  J ean n e  Dunay, D i r e c t o r  o f  A d m i n i s t r a t i v e  S e r v ic e s ,  
spoke o f  t h e  c o n ta g io u s n e s s  o f  S l a g l e ’ s fo c u s  and work  
e t h i c .  " T h is  i s  a  p la c e  f o r  p e o p le  who a c t u a l l y  e n jo y  
w o r k in g ,  who l i k e  w o r k in g .  . . . P e o p le  who do n o t  l i k e  t o  
work d o n ’ t  s t a y  to o  t e r r i b l y  lo n g  w i t h  u s , so i t s  n o t  an 
a tm osphere  t h a t  s u i t s  e v e ry o n e "  (p e r s o n a l  c o m m u n ica t io n , May 
6 ,  1 9 8 8 ) .
Some v o l u n t e e r s ,  h o w ever, a r e  c o n cern ed  a b o u t  s l a g l e ’ s 
in te n s e  fo c u s  and lo n g  h o u rs .  Four p a s t  c h a i r s  o f  th e  Board  
o f  D i r e c t o r s  t o l d  me o f  t h e i r  co n cern  t h a t  S l a g l e  may burn  
o u t  because  o f  t h e  volume o f  w ork  he b r in g s  upon h im s e l f .  
Ferguson o p in e d  t h a t  S l a g l e  c r e a t e s  more w ork  f o r  h im s e l f  by 
s u p p o r t in g  new v e n t u r e s  by th e  B o ard . Because he i s  so 
co m m itted  t o  w h a t i s  b e s t  f o r  t h e  A s s o c ia t io n  and th o s e  
around h im , S l a g l e  fo c u s e s  h is  e n e rg y  even  more on new 
p r o j e c t s  w h ich  s u p p o r t  th e  o r g a n i z a t i o n ’ s g ro w th  and 
d e ve lo p m en t th a n  o t h e r  E x e c u t iv e  D i r e c t o r s  m ig h t  be w i l l i n g  
t o  com m it.
The r e s p e c t  and t r u s t  S l a g l e  evokes  c o u ld  be seen in  
v i r t u a l l y  e v e r y  m e e t in g  o f  th e  Board o f  D i r e c t o r s .  Kevin  
Fahey spoke o f  how S la g le  has ”a s t y l e ,  a dem eanor, t h a t  
when he s ays  s o m eth in g  p e o p le  l i s t e n "  (p e r s o n a l  
c o m m u n ic a t io n ) .  The NACA Board m e e t in g s  a r e  v e r y  lo n g  and 
t i r i n g ,  w i t h  t h e  group o f t e n  m e e t in g  up t o  t w e lv e  hours in  
one d a y .  Because o f  t h i s  p u n is h in g  s c h e d u le ,  i t  was common
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f o r  w h is p e r in g ,  s h u f f l i n g  o f  p a p e rs ,  ba th room  v i s i t s ,  and 
t r i p s  f o r  c o f f e e  r e f i l l s  t o  ta k e  p la c e  d u r in g  r e p o r t s  and 
d is c u s s io n s .  B u t I  o b served  t h a t  when S l a g l e  spoke on an 
is s u e ,  t h e  g ro u p  was q u i e t  and he v i r t u a l l y  a lw a y s  had th e  
u n d iv id e d  a t t e n t i o n  o f  th e  g ro u p . Members seemed t o  w an t t o  
be s u re  th e y  h e a rd  w hat S l a g l e  was g o in g  t o  s a y .
An i n t e r e s t i n g  o b s e r v a t io n  on S l a g l e ’ s p a r t i c i p a t i o n  in  
Board m e e t in g s  came from  P a s t  Chairm an Duane A nderson.  
Anderson had n o t ic e d  t h a t  i f  th e  d is c u s s io n  on any t o p i c  was 
d iv id e d  i n t o  q u a r t e r s ,  he fo u n d  S l a g l e  w ould  u s u a l l y  speak  
d u r in g  t h e  l a s t  q u a r t e r .  I t  was, Anderson c o n c lu d e d ,  
S l a g l e ’ s way o f  e n s u r in g  t h a t  a l l  Board members would have  
an o p p o r t u n i t y  t o  g iv e  an o p in io n  on t h e  s u b j e c t  w i t h o u t  th e  
d is c u s s io n  b e in g  o v e r l y  swayed by h is  p e rs o n a l  o p in io n ,  
h i s t o r i c a l  p e r s p e c t i v e ,  o r  l e g a l  a d v ic e .  A n d e rs o n ’ s 
o b s e r v a t io n  was c o n f irm e d  a ls o  by b o th  my own o b s e r v a t io n s  
and t h e  comments o f  o t h e r  Board members whom I  asked ab o u t  
t h i s  phenomena. W h i le  such t im in g  o f  o p in io n  c o u ld  a ls o  be 
v iew ed  as a method o f  m a x im iz in g  th e  i n f l u e n c e  h is  comments 
would have on an im m in ent v o t e ,  a l l  th o s e  I  q u e s t io n e d  
a g reed  w i t h  A n d e rs o n ’ s r a t i o n a l e  f o r  t h e  b e h a v io r .
Response To F a i 1u re  
D u r in g  t h e  f i r s t  i n t e r v i e w  f o r  t h i s  s t u d y ,  P a s t  Board  
C h a i r  Law rence P ay to n  spoke o f  how S l a g l e  h a n d le d  d e f e a t :
He h a n d le s  i t  w e l l  when he i s  d e f e a t e d .  I  d o n ’ t
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t h i n k  t h a t  S te v e  S l a g l e  e v e r  r e a l l y  g e ts  d e f e a t e d .
H is  v ie w s  m ig h t  n o t  be t o t a l l y  a c c e p te d  by our  
v o l u n t e e r s ,  o r  Board o f  D i r e c t o r s ,  o r  le a d e r s h ip  
o r  w h a t e v e r ,  b u t  he d o e s n ’ t  g e t  d e f e a t e d  because  
he does an e x c e l l e n t  j o b  o f  p r o v id in g  d a ta b a s e  
i n f o r m a t i o n ,  i f  you w i l l ,  o r  r a t i o n a l e  and 
r e a s o n in g  t o  be p re s e n te d  and th e n  I  t h i n k  he can 
l i v e  w i t h  h im s e l f  w e l l ,  knowing t h a t  h e ’ s done th e  
b e s t  he c o u ld ,  (p e r s o n a l  c o m m u n ica t io n )
Jeanne Dunay a g re e d  w i t h  P ay to n  and s t a t e d  t h a t  S la g le  
u n d e rs ta n d s  t h a t  he i s  a  p u b l i c  s e r v a n t  and th u s  i s  a lm o s t  
n e v e r  b i t t e r .  He r e a l i z e s  t h e  Board o f  D i r e c t o r s  r i g h t f u l l y  
has t h e  a u t h o r i t y  in  th e  A s s o c ia t io n  t o  make p o l i c y  and t h a t  
he i s  th e  in s t r u m e n t  f o r  c a r r y i n g  o u t  t h e  w i l l  o f  th e  B oard .  
When t h in g s  do n o t  go h is  way, a c c o r d in g  t o  h is  
A d m i n i s t r a t i v e  A s s is t a n t  D o r is  G a n t ,  S l a g l e  " t h in k s  t h a t  
some t h in g s  have a reason  f o r  them n o t  w o rk in g  o u t ,  and t h a t  
i t  was p r o b a b ly  f o r  th e  b e s t"  (p e r s o n a l  c o m m u n ic a t io n ) .
A c c o rd in g  t o  Denn is  P r u i t t ,  th o u g h , t h e r e  have been 
t im e s  when a  d e f e a t e d  c o n c e p t  o r  i n a c t i o n  by t h e  Board does  
"gnaw a t  him s o m e tim e s ."  Even thoug h "he p o s i t i o n s  h im s e l f  
g o ing  i n t o  a m a jo r  d is c u s s io n  t o  w in ,  I  d o n ’ t  t h i n k  he 
s u b je c t s  h i m s e l f  t o  th e  n o t io n  o f  w in  a t  a l l  c o s t s ”
(p e r s o n a l  c o m m u n ic a t io n ) .
A p ro p o s a l  t o  c r e a t e  a f o r - p r o f i t  s u b s i d i a r y  t o  th e  
A s s o c ia t io n ,  w h ich  was c o n s id e re d  a t  th e  summer, 1987 Board
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o f  D i r e c t o r s  m e e t in g ,  was p e rh a p s  an in s ta n c e  w here  S l a g l e  
p u t  to o  much o f  h i m s e l f  i n t o  a  p r o j e c t .  NACA had been  
lo o k in g  to w a rd  w o rk in g  c o o p e r a t i v e l y  w i t h  p r o f i t  making  
b u s in es s es  in  o r d e r  t c  b ro a d en  th e  base from  w h ich  i t  c o u ld  
a n t i c i p a t e  in c r e a s in g  f u t u r e  o p e r a t in g  fu n d s .  The 
A s s o c ia t io n  was p ro c e e d in g  s l o w l y ,  u n d e r s ta n d a b le  because o f  
p a s t  q u e s t io n s  by th e  I n t e r n a l  Revenue S e r v ic e  c o n c e rn in g  
th e  t r a d e  show f u n c t i o n  o f  t h e  o r g a n i z a t i o n .  L e g a l a d v ic e  
had been p r o v id e d  t h a t  any j o i n t  p r o j e c t s  f u n c t i o n i n g  as an 
i n t e g r a l  p a r t  o f  t h e  A s s o c ia t io n  c o u ld  t h r e a t e n  NACA’ s t a x  
exempt s t a t u s .  S l a g l e  and h i s  s t a f f  had p u t  t o g e t h e r  a 
p ro p o sa l f o r  Board r e v ie w  t o  fo rm  a f o r - p r o f i t  s u b s i d i a r y  t o  
NACA. T h is  a u x i l i a r y  o r g a n i z a t i o n  w ould  open up new avenues  
f o r  reven u e  t o  t h e  A s s o c i a t i o n ,  a c c o rd in g  t o  S l a g l e ,  w h i le  
j e o p a r d i z i n g  n e i t h e r  NACA’ s t a x  exem pt s t a t u s  n o r  th e  
A s s o c i a t i o n ’ s p r im a r y  e d u c a t io n a l  m is s io n .
S l a g l e  p r e s e n te d  t h e  p ro p o s a l  a t  t h e  summer, 1987 Board  
o f  D i r e c t o r s  m e e t in g .  By a l l  r e p o r t s  I  have r e c e iv e d  fro m  
s t a f f  and Board members in  a t t e n d a n c e ,  t h i s  m e e t in g  was 
v e r y  p o o r ly  run  due t o  a l a c k  o f  p r e p a r a t io n  by some key  
v o lu n t e e r  p a r t i c i p a n t s .  The is s u e  o f  fo rm in g  a s u b s i d i a r y  
was r a is e d  f o r  c o n s i d e r a t i o n  a t  th e  v e r y  end o f  a d i f f i c u l t  
week o f  m e e t in g s .  A f t e r  l e n g t h y  d is c u s s io n  and r e v ie w ,  th e  
Board f a i l e d  t o  t a k e  any a c t i o n  on th e  f o r - p r o f i t  s u b s id ia r y  
and r e t u r n e d  i t  t o  th e  N a t i o n a l  O f f i c e  s t a f f  f o r  f u r t h e r  
re v ie w  and r e s e a r c h .
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A c c o rd in g  t o  Ross, a key  a i d e ,  t h i s  was t h e  o n ly  t im e  
he had e v e r  seen S l a g l e  u p s e t  and " p h y s i c a l l y  d e f e a t e d . "
T h is  f r u s t r a t i o n  a p p e a re d  t o  have come f ro m  tw o s o u rc e s .  
F i r s t ,  Ross d e s c r ib e d  how t h e  s u b s i d i a r y  had become "a r e a l  
p e rs o n a l  p r o j e c t  f o r  S l a g l e "  because he v ie w e d  th e  
s u b s id ia r y  as t h e  o n ly  s o u rc e  fro m  w h ich  t o  r a i s e  a d d i t i o n a l  
revenue  f o r  th e  A s s o c ia t io n  in  th e  f u t u r e .  S l a g l e  argued  
such re v e n u e  w ould  be n e c e s s a ry  f o r  t h e  o r g a n i z a t i o n  t o  grow  
and s u r v i v e  s in c e  "he can see  more th a n  anyone e l s e  t h a t  our  
membership f e e s  and r e g i s t r a t i o n  f e e s  a r e  j u s t  p e a k in g  o u t  
r i g h t  now" (p e r s o n a l  c o m m u n ic a t io n ,  F e b ru a ry  18 , 1 9 8 8 ) .
S l a g l e ’ s second s o u rc e  o f  f r u s t r a t i o n  i n  t h i s  i n c i d e n t ,  
a c c o rd in g  t o  h i s  own comments, came fro m  t h e  way t h e  is s u e  
was h a n d led  by t h e  B o ard . The p ro p o s a l  was n o t  r e j e c t e d  
s im p ly  on i t s  own m e r i t s ,  b u t  because t h e  B oard  was n o t  
p re p a re d  t o  even c o n s id e r  t h i s  new p r o p o s a l .  P r u i t t  p u t  
a n o th e r  f a c e  on th e  is s u e :  w hat " r e a l l y  bugs S l a g l e  i s
p e o p le ’ s i n t o l e r a n c e  f o r  change" (p e r s o n a l  c o m m u n ic a t io n ,
May 9 ,  1 9 8 8 ) .  I t  was e v i d e n t  t h a t  some members had a r r i v e d  
a t  th e  m e e t in g  w i t h o u t  p r e p a r in g  t o  s e r i o u s l y  c o n s id e r  th e  
is s u e s .  I t  was o b v io u s  many had n o t  re a d  t h e  p ro p o s a l  o r  
t r u l y  c o n s id e r e d  th e  c o n c e p t  p r i o r  t o  a r r i v i n g  a t  th e  
m e e t in g .  C oup led  w i t h  t h i s  was t h e  r e l a t i v e  i n e f f e c t i v e n e s s  
o f  th e  Board d u r in g  most o f  th e  m e e t in g s ,  w h ich  caused much 
wasted t im e  and undue s t r e s s  on t h e  g ro u p . As t h e  week  
began t o  c lo s e ,  more p r e s s u r e  was p la c e d  on t h e  Board t o
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q u ic k ly  c o m p le te  t h e  i te m s  on t h e  ag en d a . By t h e  t im e  th e  
s u b s id ia r y  is s u e  was r a is e d  a t  th e  end o f  th e  week, th e  
group was p re p a re d  n e i t h e r  p h y s i c a l l y  n o r  i n t e l l e c t u a l l y  t o  
d e a l w i t h  t h i s  im p o r t a n t  is s u e .  S l a g l e  f e l t  f r u s t r a t e d  f o r  
both  h im s e l f  and f e l l o w  s t a f f  members who had worked long  
and hard  on t h e  p r o p o s a l .
S la g le  and Ross t a l k e d  a f t e r  t h a t  Board m e e t in g .  Ross 
t o l d  me w h a t o c c u r r e d  n e x t :
When we w a lk e d  o u t  o f  t h a t  Board m e e t in g  t h e  l a s t  n ig h t  
and d id  n o t  have a  f o r - p r o f i t  s u b s i d i a r y  v o t e ,  I  f e l t  
d e fe a t e d  and I  know he d id  as w e l l .  I  f e l t  worn o u t  
and I  c o u ld  t e l l  he d id  t o o .  I  j u s t  f e l t  l i k e  th e  
Board had l e t  us down in  a b ig  way. B ut once we were  
back in  C o lu m b ia ,  S te v e  h e lp e d  me r e a l i z e  how f a r  we 
had t o  go y e t  w i t h  t h e  w hole  f o r - p r o f i t  s u b s id ia r y  d e a l  
as t h e r e  was so much more t o  be l e a r n e d .  In  a c t u a l i t y  
th e  d is c u s s io n  by t h e  Board t h a t  p r e v e n te d  us from  
h a v in g  t h a t  v o te  was p ro b a b ly  good even though d e c is io n  
wasn’ t  f o r  t h e  r i g h t  re a s o n , (p e r s o n a l  c o m m u n ica t io n )  
T h is  a b i l i t y  t o  n o t  d w e l l  on a  d e f e a t  and move on t o  
new ta s k s  was echoed by many o t h e r  in f o r m a n t s .  K i r b y ,  
B u t l e r ,  and M a is  a l l  spoke o f  how S l a g l e  a c c e p te d  any d e f e a t  
and th e n  moved on t o  t h e  n e x t  ta s k  o r  c h a l l e n g e .  S l a g l e  
h im s e l f  s t a t e d  t h a t  he d i d n ’ t  t a k e  r e j e c t i o n s  fro m  th e  Board  
o r  o t h e r  v o l u n t e e r s  p e r s o n a l l y  b u t  d id  f e e l  d is a p p o in te d  and 
d o e sn ’ t  " l i k e  lo s in g  when th e  p ro p o s a l  i s  in  th e  b e s t
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i n t e r e s t s  o f  t h e  A s s o c ia t io n "  ( p e r s o n a l  c o m m u n ic a t io n ) .
G ant b e l ie v e d  t h a t  S l a g l e  f e e l s  e v e r y t h i n g  has i t s  t i m e ,  and 
t h e r e f o r e  p r o p o s a ls  sometime need t o  be p u l l e d  back b e f o r e  
th e y  can be d e f e a t e d .  S l a g l e  spoke w i t h  me a b o u t  how he 
o f t e n  r e a l i z e s  t h a t  some d e c is io n s  do n o t  need t o  be made 
r i g h t  away, and t h a t  an a l lo w a n c e  f o r  a m b ig u i t y  w i l l  a l l o w  
c o n ce p ts  t o  be b e t t e r  d e v e lo p e d  and c o m p le te d  a t  a l a t e r  
t im e .  T h is  a l lo w a n c e  f o r  a m b ig u i ty  by t h e  Board and 
v o lu n t e e r s  i s ,  a c c o r d in g  t o  S l a g l e ,  one o f  th e  most 
d i f f i c u l t  b e h a v io r s  t o  have h is  o f f i c e  s t a f f  l e a r n  t o  b o th  
a c c e p t  and a p p r e c i a t e .
T h is  a b i l i t y  t o  move on t o  new t a s k s  w i t h o u t  undue  
r e c r i m i n a t i o n s  i s  a ls o  a  t r a i t  o f  t h e  o r g a n i z a t i o n  as a 
w h o le . One exam p le  o f  t h i s  o c c u r r e d  in  th e  e a r l y  1980s when 
th e  A s s o c ia t io n  a t te m p te d  t o  sp o n so r a second n a t i o n a l  
c o n v e n t io n  each  y e a r .  C a l le d  th e  N a t io n a l  A r t s  and L e c tu r e s  
C o n fe re n c e ,  i t s  p u rp o se  was t o  d e v o te  g r e a t e r  fo c u s  t o  th e  
p e r fo rm in g  a r t s ,  w h ich  w ere o f t e n  overshadow ed by p o p u la r  
m usic a t  th e  NACA n a t i o n a l  c o n v e n t io n .  The Board th o u g h t  
t h a t  t h i s  c o n fe r e n c e  w ould a p p e a l t o  new a s s o c ia t e  members 
as w e l l  as draw  d e le g a t e s  fro m  member c o l l e g e s  who n o r m a l ly  
would n o t  a t t e n d  th e  m u l t ip u r p o s e  n a t i o n a l  c o n v e n t io n .  
N e i t h e r  v ie w  p ro v ed  t r u e ,  and t h i s  program  was a m a jo r  
f i n a n c i a l  lo s s  t o  NACA. T h e re  w e re ,  in  f a c t ,  o t h e r  
o r g a n i z a t io n s  a l r e a d y  s u c c e s s f u l l y  p r o v id in g  t h i s  s e r v i c e  t o  
c o l le g e s .  W h i le  some v o lu n t e e r s  p la c e d  th e  blame f o r  t h i s
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m is ta k e  on E n g l is h ,  th e  v o l u n t e e r s  who cham pioned t h i s  
p r o j e c t  c o n t in u e d  t o  work s u c c e s s f u l l y  in  t h e  A s s o c ia t io n  
w i t h o u t  any undue s t ig m a .
A s i m i l a r  exam ple  o c c u r r e d  d u r in g  my o b s e r v a t io n s  and  
co n ce rn e d  NACA’ s c o o p e r a t iv e  w ork w i t h  a l o c a l  C o lu m b ia ,  
South  C a r o l i n a  f i r m .  As a j o i n t  a s s o c ia t e . /A s s o c ia t io n  
p r o j e c t  l e f t  o v e r  fro m  t h e  o r g a n i z a t i o n ’ s e a r l y  d a ys ,  th e  
s a le s  o f  custom  made T - s h i r t s  by NACA-T’ s was prom oted  by 
NACA and in  r e t u r n  t h e  f i r m  p a id  a  c e r t a i n  p e rc e n ta g e  o f  i t s  
s a le s  t o  t h e  A s s o c ia t io n .  Because a d d i t i o n a l  eq u ip m e n t was 
r e q u i r e d  t o  m eet t h e  needs o f  a  e x p e c te d  l a r g e  c o n t r a c t  w i t h  
a  n a t i o n a l  p i z z a  f i r m ,  NACA c o s ig n e d  f o r  a lo a n  w i t h  th e  
f i r m  f o r  t h e  p u rc h as e  o f  th e  n e c e s s a ry  e q u ip m e n t .  Soon 
a f t e r ,  th e  c o n t r a c t  d id  n o t  m a t e r i a l i z e  and o t h e r  
s i g n i f i c a n t  s o u rc e s  o f  s a le s  d r i e d  up, l e a v in g  th e  f i r m  
b a n k ru p t  and NACA f a c in g  a s i g n i f i c a n t  f i v e  f i g u r e  lo s s .
When S l a g l e  r e p o r t e d  t h i s  a t  t h e  F e b r u a r y ,  1988 Board o f  
D i r e c t o r s  m e e t in g ,  t h e r e  was no c r i t i c i s m  d i r e c t e d  a t  S l a g l e  
f o r  t h e  d e c is io n  t o  c o s ig n  th e  n o te .  A t  a b r e a k  in  th e  
m e e t in g ,  s e v e r a l  members o f  th e  Board and t h e  C h a irp e rs o n  
t o l d  me t h a t  w h i le  S l a g l e  had p r o v id e d  a d v ic e ,  th e  Board had 
a c te d  on w h at i t  th o u g h t  was r i g h t  and t h a t  n o th in g  
c o n s t r u c t i v e  c o u ld  be g a in e d  by p o i n t i n g  f i n g e r s  o f  b lam e.  
They s a id  a le s s o n  had been le a r n e d  and t h a t  now was th e  
t im e  t o  move on t o  new p r o j e c t s  o r  a c t i v i t i e s .
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R e a l . In te n d e d  Change 
A t r a n s f o r m a t i o n a l  l e a d e r s h ip  r e l a t i o n s h i p  p roduces  
changes w h ich  s h o u ld  be v i s i b l e  b o th  in  t h e  i n d i v i d u a l s  in  
th e  r e l a t i o n s h i p  as w e l l  a s  in  th e  o r g a n i z a t i o n  where i t  
e x i s t s .  I  b e l i e v e  t h a t  i f  r e a l ,  in te n d e d  change has  
o c c u r r e d ,  t h e r e  must have been a f u t u r e  o r i e n t a t i o n  among 
p o l i c y  m a ke rs , a  v i s i o n  o f  t h e  f u t u r e  w h ich  fo c u s e s  th e  
e n e rg y  o f  th e  A s s o c ia t io n  and i t s  members to w a rd  th e  ch an g e ,  
and t a n g i b l e  changes in  t h e  o r g a n i z a t i o n .  T h is  s e c t io n  w i l l  
exam ines  each o f  th e s e  t o p i c s .
F u tu r e  O r i e n t a t i o n
Both  s t a f f  and v o l u n t e e r s  spoke o f  t h e  way S l a g l e  i s  
fo c u s e d  on and e x c i t e d  a b o u t  th e  f u t u r e .  K e v in  Fahey  
r e p o r t e d  t h a t :
I  c o u ld  s t a r t  w i t h  a c o n v e r s a t io n  w i t h  S l a g l e  a b o u t  
d e v e lo p m e n t and f u n d r a i s i n g  w hich  I  e x p e c t  t o  l a s t  f i v e  
m in u te s ,  and th e n  b e f o r e  I  know i t  w e ’ ve  r o l l e d  i n t o  a  
b r a in s t o r m in g  t h i n g .  What a b o u t t h i s ?  What a b o u t  
t h a t ?  And t h a t ’ s w h a t g e ts  him g o in g ;  new, c r e a t i v e ,  
e n e r g e t i c  ty p e s  o f  t h i n g s  in  th e  f u t u r e .  . . . What 
t u r n s  him on , I  t h i n k ,  i s  lo o k in g  a t  new id e a s ,  lo o k in g  
i n t o  th e  f u t u r e ,  b r a in s t o r m in g  t h i n g s  we c o u ld  be 
d o in g ,  t h in g s  t h a t  a r e  g o in g  t o  be p r o d u c t iv e  and 
e x c i t i n g  f o r  t h e  A s s o c i a t i o n ,  (p e r s o n a l  c o m m u n ica tio n )  
T h is  a c t i o n  can be a ls o  seen  th ro u g h  t h e  e ye s  o f  p a s t
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c h a i r p e r s o n  o f  t h e  B oard  Duane A n d e rs o n , who remembers ho>* 
S l a g l e  " c o n s t a n t ly  c h a l le n g e d  t h e  B oard  w i t h  new id e a s .
H e ’ s  r e a l l y  made an e f f o r t  t o  keep us c u r r e n t  and lo o k in g  a t  
new d i r e c t i o n s  w here  we s h o u ld  be g o in g  in  o r d e r  t o  s t a y  on 
t o p "  (p e r s o n a l  c o m m u n ic a t io n ) .  An exam ple  o f  t h i s  can be 
seen  i n  an e d i t o r i a l  by S l a g l e  in  P ro g ram m in g , w here  he 
c h a l le n g e d  c o l l e g e  a c t i v i t i e s  s t a f f  members t o  lo o k  t o  th e  
f u t u r e  and th e  a g in g  o f  t h e  p o p u la t io n  and open up t h e i r  
o f f i c e  s e r v i c e s  t o  a  more d i v e r s e  g ro u p  o f  s tu d e n ts  ( S l a g l e ,  
1 9 8 5 c ,  p .  8 ) .
T h is  f u t u r e  o r i e n t a t i o n  can a ls o  be seen in  h is  
i n t e r a c t i o n s  w i t h  t h e  N a t io n a l  O f f i c e  s t a f f .  Both L o u is  
Ross and Nancy W a lb o rn  spoke o f  how much th e y  e n jo y e d  
w o rk in g  a f t e r  hours  i n  th e  o f f i c e ,  when th e  te le p h o n e s  would  
s to p  r i n g i n g  and t h e  o f f i c e  would em pty o u t  o f  most 
e m p lo y e e s .  They d e s c r ib e d  how th e s e  w ere  th e  t im e s  S la g le  
w ould  be e i t h e r  re ad y  f o r  o r  would i n i t i a t e  b r a in s to r m in g  
s e s s io n s .  S l a g l e  was d e s c r ib e d  as o f t e n  i n i t i a t i n g  
d is c u s s io n s  on p a r t i c u l a r  prob lem s o r  id e a s  and th e n  d o ing  a 
l o t  o f  l i s t e n i n g ,  a l l o w i n g  th e  b r a in s t o r m in g  t o  be open and 
f r a n k .  W alborn  b e l ie v e d  S l a g l e ’ s l i m i t e d  p a r t i c i p a t i o n  
e a r l y  in  th e  d is c u s s io n  was because he d i d n ’ t  w an t t o  h u r t  
t h e  c r e a t i v e  p ro c e s s  by s e t t i n g  l i m i t s .  Ross, in  f a c t ,  
r e c o l l e c t e d  how S l a g l e  w ould  o f t e n  s t r e s s  d u r in g  
b r a in s t o r m in g  s e s s io n s  t h a t  th e  group  s h o u ld  n o t  l e t  p r e s e n t  
s t r u c t u r e  s ta n d  in  t h e  way o f  lo o k in g  i n t o  t h e  f u t u r e .
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Ross b e l i e v e d  t h a t  S l a g l e  b ro u g h t  up id e a s  d u r in g  l a t e  
n i g h t  b r a in s t o r m in g  s e s s io n s  when th e s e  id e a s  w ere  in  t h e i r  
i n f a n t  s t a g e ,  f o r  t h i s  a l lo w e d  t h e  s t a f f  members t o  be 
c r i t i c a l  o f  c o n c e p ts  b e fo r e  t h e  id e a s  became i d e n t i f i e d  w i t h  
any one i n d i v i d u a l .  When asked a b o u t  th e s e  l a t e  n i g h t  
b r a in s to r m in g  s e s s io n s ,  S l a g l e  s t a t e d  t h a t  he o n ly  shared  
id e a s  a f t e r  c a r e f u l  c o n s id e r a t io n  and th o u g h t  b u t  he t r i e d  
t o  s h a re  them in  a way w hich a l lo w e d  s t a f f  members t o  be 
f r e e  w i t h  comments and c r i t i c i s m s .  From t h e  comments I  
r e c e iv e d  fro m  W alborn  and R oss, i t  ap p ea rs  S l a g l e  was 
s u c c e s s fu l  in  p ro m o tin g  f r a n k  d is c u s s io n s  o f  p ro b lem s  and 
is s u e s .
A ls o  o f  i n t e r e s t  was S l a g l e ’ s o v e r a l l  v ie w  on th e s e  
e v e n in g  m e e t in g s .  W h i le  h is  day u s u a l l y  e x te n d s  i n t o  th e  
e a r l y  e v e n in g ,  he does n o t  e x p e c t  s t a f f  t o  r e g u l a r l y  work 
beyond 5 :0 0  p .m . and even t r i e s  t o  n o t  c o n s c io u s ly  s u p p o r t  
them when th e y  do s o . He l i k e s  and rew ard s  s t a f f  members 
who work h a r d ,  b u t  he n e i t h e r  e x p e c ts  n o r  r e i n f o r c e s  s t a f f  
members who w ork e x te n d e d  h o u rs  on a r e g u la r  b a s i s .  But he 
remembered how, as a  young p r o f e s s i o n a l ,  h is  s u p e r v is o r s  a t  
T e n n e s s e e -K n o x v i l ie  would a l lo w  S l a g l e  acce ss  d u r in g  th e  
more r e la x e d  e v e n in g  hours  t o  b r a in s to r m  id e a s  w h ich  reached  
beyond th e  re a lm  o f  S l a g l e ’ s p a r t i c u l a r  r e s p o n s i b i l i t i e s .
In  rem em bering  th e  v a lu e  he p la c e d  on th o s e  l e a r n i n g  
o p p o r t u n i t i e s ,  S l a g l e  s a id  he t h e r e f o r e  " t o l e r a t e s "  th e  same 
b e h a v io r  f ro m  h i s  own s t a f f  members and p r o v id e s  them w ith
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th e  same e d u c a t io n a l  o p p o r t u n i t i e s  i f  th e y  a r e  so i n c l i n e d .
H is  s u p p o r t  o f  p a r t i c u l a r  a c t i v i t i e s  w i t h  t h e  Board o f  
D i r e c t o r s  a ls o  shows S l a g l e ’ s i n t e r e s t  in  lo o k in g  t o  th e  
f u t u r e .  Many o f  h is  f u t u r e - o r i e n t e d  a c t i v i t i e s  a r e ,  o f  
c o u rs e ,  r e q u i r e d  by h is  r o l e  as E x e c u t iv e  D i r e c t o r ,  so t h a t  
he can e n s u re  t h e  A s s o c ia t io n  has th e  re s o u rc e s  in  s t a f f  and 
unencumbered fu n d s  t o  m eet t h e  e xp a n d in g  needs o f  th e  
o r g a n i z a t i o n .  H is  p ro p o s a l  t o  t h e  B oard , w h ich  was 
ap p ro v e d , t o  p u rc h a s e  a b u i l d i n g  r a t h e r  th a n  c o n t in u in g  t o  
r e n t  o f f i c e  sp ace  can be seen in  t h i s  l i g h t .  S l a g l e ’ s 
e f f o r t s  t o  c r e a t e  th e  f o r - p r o f i t  s u b s id ia r y  a ls o  f a l l s  i n t o  
t h i s  c a t e g o r y ,  s in c e  i t  w i l l  broaden  and expand th e  
f i n a n c i a l  r e s o u rc e s  th e  o r g a n i z a t i o n  can draw on in  th e  
f u t u r e .
Sometimes th e  re q u ire m e n ts  o f  o u t s id e  o r g a n i z a t io n s  
n e c e s s i t a t e  t h a t  S l a g l e  push t h e  Board t o  make d e c is io n s  o r  
c o n s id e r  is s u e s  t h a t  e x te n d  f a r  i n t o  t h e  f u t u r e .  S l a g l e  
s a id  t h a t  o f t e n  t h e  “Board lo o k s  a t  lo n g  range  p la n n in g  as  
n in e  months" (p e r s o n a l  co m m u n ica t io n , Septem ber 2 0 ,  1 9 8 8 ) .
I t  i s  t h e  r o l e  o f  t h e  o f f i c e  s t a f f  members t o  g iv e  t h e  Board  
a long  te rm  v ie w ,  f o r  o f t e n  s t a f f  a r e  w o rk in g  on long  te rm  
p r o j e c t s  in d e p e n d e n t  o f  t h e  Board o r  i t s  c o m m it te e s .
F in d in g  s i t e s  w h ich  m eet t h e  m u l t i p l e  r e q u ire m e n ts  o f  th e  
n a t io n a l  c o n v e n t io n  f a l l s  i n t o  t h i s  c a t e g o r y .  The  
A s s o c ia t io n  r e q u i r e s  a c o n v e n t io n  s i t e  w h ich  m eets v a r ie d  
needs: ( a )  a  s u f f i c i e n t l y  l a r g e  e x h i b i t  h a l l  f o r  a s s o c ia t e
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member b o o th s ,  ( b )  enough m e e t in g  rooms f o r  tw e n ty  
e d u c a t io n a l  s e s s io n s  and m e e t in g s  a t  one t im e ,  ( c )  m u l t i p l e  
p e r fo rm a n c e  a r e a s  f o r  t h e  sh o w cas in g  o f  l i v e  p e r fo r m e r s  and 
f i l m s ,  ( d )  h o t e l  rooms f o r  2 ,5 0 0  d e le g a t e s ,  many o f  whom a r e  
s t u d e n ts  and w i l l  r e q u e s t  t r i p l e  o r  q u a d ru p le  room 
a rra n g e m e n ts  t o  sav e  money, ( e )  a  g e o g r a p h ic a l  l o c a t i o n  
w hich  w i l l  p e r m i t  a l a r g e  number o f  d e le g a t e s  t o  t r a v e l  by 
c a r  o r  v a n ,  and ( f )  changes in  l o c a t i o n  f ro m  y e a r  t o  y e a r  so 
as t o  move c lo s e  t o  d i f f e r e n t  r e g io n s  o f  th e  n a t i o n ,  
a l lo w in g  d i f f e r e n t  c o l l e g e  d e le g a t e s  in e x p e n s iv e  t r a v e l  and 
n o t  c r e a t i n g  a p o s s ib le  t h r e a t  t o  a t te n d a n c e  a t  any one 
r e g i o n ’ s f a l l  c o n fe r e n c e  f o r  tw o o r  t h r e e  y e a r s  i n  a row.
S l a g l e  and h i s  s t a f f  members e d u c a te  t h e  Board  by th e  
c o n s t a n t ly  r a i s i n g  t h e  is s u e .  S l a g l e  p e r i o d i c a l l y  asked th e  
Board f o r  g e o g ra p h ic  p r e f e r e n c e s ,  and th e n  he p r o v id e s  
p r e l i m i n a r y  p r o j e c t i o n s  as t o  t h e  f i n a n c i a l  consequences o f  
l o c a t i n g  a c o n v e n t io n  in  eacn p o t e n t i a l  c i t y .  N a t io n a l  
O f f i c e  s t a f f  members a ls o  p r o v id e  e v a l u a t i o n s  o f  f a c i l i t i e s  
as each c o n v e n t io n  e n d s . Members o f  t h e  s t a f f  v i s i t  
p o t e n t i a l  m e e t in g  s i t e s  and i n v i t e  c i t i e s ,  w here  a  
c o n v e n t io n  a p p e a rs  t o  be f e a s i b l e ,  t o  make a p r e s e n t a t i o n  t o  
t h e  Board o f  D i r e c t o r s .  S l a g l e  f o l l o w s  each o f  th e s e  
p r e s e n t a t io n s  w i t h  a s t a te m e n t  as  t o  th e  b e n e f i t s  and 
prob lem s each c i t y  p r e s e n ts  t o  NACA, and th e n  he a sk s  th e  
Board t o  make a d e c i s i o n .  Thus , N a t io n a l  O f f i c e  s t a f f  
members r a i s e  th e  n a t i o n a l  c o n v e n t io n  s i t e  s e l e c t i o n  is s u e
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a t  Board m e e t in g s  on a  s c h e d u le  s e t  by S l a g l e .
W h i le  many o f  th e s e  a c t io n s  can be fo u n d  t o  be a 
f u n c t i o n  o f  h i s  p o s i t i o n  as  E x e c u t iv e  D i r e c t o r ,  th o s e  who 
have worked c l o s e l y  w i t h  S l a g l e  see  h is  i n t e r e s t  i n  t h e  
f u t u r e  t o  come fro m  a s o u rc e  much d e e p e r  th a n  h i s  jo b  
r e q u i r e m e n ts .  T h ro u g h o u t  t h e  i n t e r v i e w  p ro c e s s  I  asked each  
i n d i v i d u a l  i f  th e y  th o u g h t  S l a g l e  w ould  o u tg ro w  th e  
A s s o c ia t io n  o r  v i c e  v e r s a .  The n e a r  unanimous answ er was 
t h a t  th e  fo r m e r  was m ost l i k e l y ,  b u t  n o t  u n t i l  NACA was 
u n a b le  t o  p r o v id e  S l a g l e  w i t h  new c h a l l e n g e s ,  avenues  t o  
grow p r o f e s s i o n a l l y ,  and o p p o r t u n i t i e s  f o r  change w i t h i n  th e  
o r g a n i z a t i o n .  V i r t u a l l y  a l l  re s p o n d e n ts  e x p re s s e d  th e  
o p in io n  t h a t  once NACA v o l u n t e e r s  asked t h e  N a t io n a l  O f f i c e  
s t a f f  t o  move i n t o  a t r u e  m a in te n a n c e  mode, t h e  A s s o c ia t io n  
would be ir .  t h e  p o s i t i o n  o f  lo s in g  i t s  p r e s e n t  E x e c u t iv e  
D i r e c t o r .
The p a s t  c h a i r s  c f  t h e  Board o f  D i r e c t o r s  a ls o  s h ared  
t h i s  v ie w ,  and d u r in g  t h e i r  te rm  r e a l i z e d  th e y  needed t o  
a l lo w  S l a g l e  t o  grow and lo o k  f o r w a r d .  S te r n  o b s e rv e d  t h a t  
th e  E x e c u t iv e  C o m m ittee  has t r i e d  t o  p r o v id e  S l a g l e  w i t h  
" l o t s  o f  c r e a t i v e  o p p o r t u n i t i e s  so t h a t  he s t a y s "  (p e rs o n a l  
c o m m u n ic a t io n ) .  Boatman b e l ie v e d  S l a g l e  w i l l  o u tg ro w  NACA 
when he no lo n g e r  can c o n t in u e  t o  l e a r n  as much and move 
i n t o  new e x p e r ie n c e s .  P ay to n  r e c a l l e d ,  "As lo n g  as we 
c o n t in u e  t o  l e t  him be c h a l le n g e d ,  I  see  him s t a y in g  where  
he is "  (p e r s o n a l  c o m m u n ic a t io n ) .
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S l a g l e  even  m e n tio n e d  h is  s u r p r i s e  t h a t  he has rem ained  
w i t h  NACA as lo n g  as  he h a s . He c r e d i t e d  h i s  lo n g  t e n u r e  t o  
th e  p u re  e n jo y m e n t  o f  t h e  j o b  and t o  t h e  new c h a l le n g e s  he 
has been a b le  t o  f a c e .  Commenting on h i s  s i x t h  a n n iv e r s a r y ,  
S l a g l e  w r o t e ,  " I  r e a l l y  d i d n ’ t  t h i n k  I  w ou ld  be in  th e  jo b  
more th a n  t h r e e  o r  f o u r  y e a r s ,  much le s s  s i x .  I  d i d n ’ t  
t h i n k  A s s o c ia t io n  le a d e r s  n e c e s s a r i l y  w ould  choose t o  g e t  
r i d  o f  me o r  t h a t  I  w o u ld n ’ t  f i n d  th e  w ork re w a rd in g  and 
c h a l l e n g i n g ,  I  j u s t  im ag in ed  a s h o r t e r  s t i n t "  ( S l a g l e ,
1 98 9c , p . 8 ) .
One p a s t  c h a i r p e r s o n  d is c u s s e d  S l a g l e ’ s f u t u r e  w i t h  th e  
A s s o c ia t io n  as s e t  f o r  a  w h i l e .  The key  now i s  th e  new 
s u b s i d i a r y ,  w h ich  t h i s  re s p o n d e n t  p r e d i c t e d  i s  where S la g le  
" w i l l  be spend T ny rnC re  o f  h is  t im e  and he w i l l  amuse h im s e l f  
t h e r e ,  and maybe p r o v id e  enough c h a l le n g e  t o  him t o  s t a y  in  
NACA" (p e r s o n a l  c o m m u n ica t io n , F e b ru a ry  2 1 ,  1 9 8 9 ) .  B ut t h i s  
c h a ir p e r s o n  a ls o  s a id  t h a t  S l a g l e  needed t o  pay more 
a t t e n t i o n  t o  some o f  th e  d e t a i l s  o f  t h e  n a t i o n a l  c o n v e n t io n ,  
and used t h e  exam ple  o f  s e r v in g  a p o rk  e n t r e e  a t  a 
c o n v e n t io n  b a n q u e t w here  many a s s o c ia t e  members were J e w is h .  
Ana t h i s  o c c u r r e d ,  t h i s  in fo r m a n t  s a id  w i t h  a s m i le  and a 
la u g h ,  a t  a c o n v e n t io n  where NACA was f o c u s in g  on 
m u l t i c u l t u r a l  c o n c e rn s .
T h is  la c k  o f  fo c u s  on th e  day t o  day o p e r a t io n s  o f  th e  
o r g a n i z a t io n  was a ls o  d is c u s s e d  by S l a g l e  d u r in g  our l a s t  
i n t e r v i e w .  He spoke o f  how h is  r o l e  had changed, o f  how
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when he a r r i v e d  a t  th e  i 985 n a t i o n a l  c o n v e n t io n ,  f o r  th e  
f i r s t  t im e  he d i d n ’ t  know a b s o l u t e l y  e v e r y t h in g  t h a t  was t o  
happen. He remembered how e a r l i e r  in  h is  t e n u r e  he a lw a y s  
knew a t  w h a t s ta g e  o f  c o m p le t io n  e v e r y  a r t i c l e  f o r  upcoming  
Programming m agazines  was i n ,  b u t  t h a t  he was now 
c o m fo r ta b le  w i t h  h is  fo c u s  more on b ro a d e r  is s u e s  i n  th e  
A s s o c ia t io n .  P a r t  o f  t h i s  new fo c u s  has come f ro m  th e  
d eve lopm ent o f  a c o m p eten t n e tw o rk  o f  s t a f f  members who can 
h an d le  th e  norm al day t o  day r e s p o n s i b i l i t i e s  o f  th e  
N a t io n a l  O f f i c e .  B u t p a r t  o f  t h i s  power i s  a ls o  th e  s ea rc h  
by S l a g l e  f o r  new c h a l l e n g e s ,  f o r  new s e r v i c e s  t o  members, 
f o r  new ways t o  s u p p o r t  and i n t e r a c t  w i t h  v o l u n t e e r s .  These  
t h in g s  a re  v e r y  im p o r ta n t  in  S l a g l e .
V is io n
D u r in g  an i n t e r v i e w  w i t h  S l a g l e  e a r l y  in  t h i s  s tu d y ,  I  
asked a b o u t h i s  rhythm s and e n e rg y  l e v e l  a t  w o rk . He 
r e p l i e d  t h a t  he r e a l l y  w asn’ t  a m orn ing  p e rs o n ,  and t h a t  i t  
ta k e s  a  s t r o n g  w i l l  f o r  him  t o  be i n  t h e  o f f i c e  and up t o  
f u l l  s team  by 9 :0 0  a .m . Thus , when h i s  busy s c h e d u le  d u r in g  
th e  1988 summer v o lu n t e e r  and Board m e e t in g  in  F a y e t t e v i l l e ,  
A rkansas f o r c e d  us t o  s c h e d u le  an 8 :0 0  a .m . i n t e r v i e w  
s e s s io n ,  I  was un su re  o f  t h e  q u a l i t y  o f  t h e  d a ta  I  would  
g a th e r .  I n  a d d i t i o n ,  t h e  l o c a t i o n  o f  t h e  i n t e r v i e w  was a 
p ro b lem . We w ere  m e e t in g  in  th e  h o t e l ’ s c o c k t a i l  lo u n g e ,  
which w h i l e  n o t  open f o r  b u s in e s s  a t  t h e  t im e ,  was d a rk  and
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had Muzak p l a y i n g  s o f t l y  in  t h e  b a ck g ro u n d . When he a r r i v e d  
w ith  c o f f e e  in  hand , r a t h e r  b l e a r y  eyed and s lu g g is h  fro m  a  
v e ry  l a t e  m e e t in g  t h e  e v e n in g  b e f o r e ,  I  was a f r a i d  t h a t  i t  
would be a w as ted  o p p o r t u n i t y  f o r  me t o  g a in  some u s e f u l  
i n s ig h t s  a b o u t  S l a g l e  and th e  A s s o c ia t io n .
T h is  a l l  changed when I  asked  my f i r s t  q u e s t io n ;  What 
i s  th e  f u t u r e  o f  NACA? W i t h in  j u s t  a  fe w  seconds he became 
fo c u s e d ,  awake, and e x c i t e d .  He p ro ceed ed  t o  r a t t l e  o f f  f o r  
tw e n ty  m in u te s  h i s  v ie w  o f  th e  c h a l le n g e s  and changes  in  
s t o r e  f o r  NACA.
S l a g l e  b e l ie v e d  th e  A s s o c ia t io n  w i l l  become more 
e n t r e p r e n e u r i a l  in  n a t u r e  w i t h  t h e  d e ve lo p m e n t o f  t h e  
s u b s i d i a r y .
The s u b s i d i a r y  w i l l  c r e a t e  many more a c t i v i t i e s  o r  
p r o j e c t s  on th e  p e r ip h e r y  o f  t h e  A s s o c ia t io n  w h ich  w i l l  
be re ve n u e  p r o d u c in g .  We w i l l  need t o  f i n d  a  way t o  
d i r e c t  th o s e  fu n d s  so t h a t  th e y  can be used t o  m a in t a in  
th e  e d u c a t io n a l  p ro g ram . Movement i n t o  t h i s  w i l l  be 
c a u t io u s  and c a r e f u l ,  f o r  many w i l l  be c o n c e rn e d  o v e r  
how th e s e  com m erc ia l a c t i v i t i e s  w i l l  a f f e c t  th e  image 
o f  th e  A s s o c ia t io n ,  (p e r s o n a l  co m m u n ica t io n , J u ly  13 ,  
198 8 )
I n  a d d i t i o n ,  b o th  t h e  s u b s i d i a r y  and t h e  s t a t u r e  o f  t h e  
o r g a n i z a t io n  w i l l  p ro d u ce  i n c r e a s in g  r e q u e s ts  f ro m  
c o r p o r a t io n s  f o r  th e  d e ve lo p m e n t o f  a f f i l i a t i o n s  w i t h  NACA. 
NACA w i l l  be seen as  an avenue th ro u g h  w h ich  t h e  c o l l e g e
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a c t i v i t i e s  m a rk e t  can  be r e a c h e d .  T h is  e x p a n s io n  o f  NACA’ s 
i n f l u e n c e  w i l l  be th ro u g h  b o th  t h e  t r a d i t i o n a l  a s s o c ia t e  
member r o u t e ,  w here  th e  o r g a n i z a t i o n  s e r v e s  as a  c o n d u i t  t o  
t h e  m a r k e t ,  as  w e l l  as  by NACA s e r v in g  as a  c a t a l y s t  f o r  
c o l l e g e s  t o  l i n k  up d i r e c t l y  w i t h  c o r p o r a t io n s  o f f e r i n g  
s e r v i c e s  o r  p ro g ram s.
T h is  s h i f t  w i l l  p ro d u c e  some changes in  t h e  
o r g a n i z a t i o n ,  f o r  S l a g l e  p r e d i c t e d  t h a t  some v o l u n t e e r s  w i l l  
f e e l  u n c o m fo r ta b le  w i t h  t h i s  new v e n t u r e  i n t o  t h e  c o l l e g e  
m a r k e t p la c e .  I t  may even p ro d u c e  a s h i f t  in  t h e  r o l e  o f  
v o l u n t e e r s  in  t h e  A s s o c i a t i o n ,  f o r  some a c t i v i t i e s  and 
f u n c t i o n s  may become s u b s id iz e d  and com pensated e i t h e r  
th ro u g h  t h e  s u b s i d i a r y  o r  d i r e c t l y  by c o r p o r a t io n s .
The r o l e  o f  th e  a s s o c ia t e  member i s  n o t  l i k e l y  t o  
i n c r e a s e  in  t h e  f u t u r e ,  a c c o r d in g  t o  S l a g l e ,  u n le s s  th e  
s u b s i d i a r y  somehow s t i m u l a t e s  new avenues f o r  in v o lv e m e n t  by 
e n t e r t a i n e r s  o r  s e r v i c e  f i r m s .  B u t even w i t h  any such  
in v o lv e m e n t ,  a s s o c ia t e  i n f l u e n c e  w i l l  p ro b a b ly  d e c re a s e  due  
t o  an e x p e c te d  g r e a t e r  em phas is  on th e  e d u c a t io n a l  m is s io n  
o f  t h e  A s s o c ia t io n  and movement to w a rd  t h e  c r e a t i o n  o f  an 
o r g a n i z a t i o n  w hich  w i l l  lo o k  more l i k e  a p r o f e s s i o n a l  
s o c i e t y .  Such a movement w i l l ,  a c c o rd in g  t o  S l a g l e ,  p la c e  
NACA in  a  b e t t e r  p o s i t i o n  t o  in f l u e n c e  o t h e r  h i g h e r  
e d u c a t io n  a s s o c ia t io n s  and t h e  p r o f e s s io n  o f  h i g h e r  
e d u c a t io n  a d m i n i s t r a t i o n  as  a w h o le .
F u r t h e r  d is c u s s io n s  w i t h  S l a g l e  le d  me t o  u n d e rs ta n d
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t h a t  t h i s  v i s i o n  o f  t h e  f u t u r e  has n o t  been d e v e lo p e d  by 
S l a g l e  a lo n e  th ro u g h  c o n t e m p la t io n .  R a th e r ,  i t  i s  th ro u g h  a 
c o n s t a n t  d i a lo g u e  w i t h  c o l le a g u e s  where he has been a 
t e a c h e r  as much as  a l e a r n e r .  P a r k e r  spoke o f  how S l a g l e  
has h e lp e d  t o  d e v e lo p  a  v i s i o n  f o r  th e  f u t u r e  o f  th e  
A s s o c ia t io n ,  b u t  t h a t  p e rh a p s  h i s  t r u e  v a lu e  has come i n  h is  
s k i l l  i n  h a v in g  a  c o l l e c t i v e  v i s i o n  f lo w  th ro u g h  s u c c e s s iv e  
B o ard s . Boatman a ls o  commented on S l a g l e ’ s i n t e r e s t  i n  a 
c o l l e c t i v e  v i s i o n ,  f o r  she  sees  him le s s  i n t e r e s t e d  i n  a  
p e rs o n a l  v i s i o n  th a n  a  c o l l e c t i v e  one f o r  t h e  v o l u n t e e r s  and 
members o f  t h e  A s s o c i a t i o n .  H is  p e rs o n a l  v i s i o n ,  a c c o r d in g  
t o  Boatman, i s  t o  d e v e lo p  a s t a b l e  d e l i v e r y  system  w i t h i n  
th e  A s s o c ia t io n  f o r  a l l  o f  t h e  "w o n d e rfu l program s and 
s e r v i c e s  t h a t  a r e  b e in g  c r e a t e d  by v o lu n t e e r s "  (p e r s o n a l  
c o m m u n ica t io n , J u ly  12 , 1 9 8 8 ) .  B ut i t  i s  t h e  c o l l e c t i v e  
v i s i o n  f o r  t h e  o r g a n i z a t i o n ,  t h e  im p ac t t h e  A s s o c ia t io n  can  
have on th e  h ig h e r  e d u c a t io n  f i e l d  and th e  p e rs o n a l  
d e ve lo p m en t v o l u n t e e r s  can d is c o v e r  th ro u g h  t h e i r  NACA 
e x p e r ie n c e s  t h a t  r e a l l y  e x c i t e d  S la g le .
B a rb a ra  M e y e r ,  an a s s o c i a t e  member v o l u n t e e r ,  spoke  o f  
S l a g l e  as h a v in g  v i s i o n s  o f  t h e  f u t u r e  o f  th e  o r g a n i z a t i o n  
which a r e  n o t  " p ie - e y e d "  b u t  w h ich  were a t t a i n a b l e  f o r  t h e  
A s s o c ia t io n .  S l a g l e  a g re e d  w i t h  t h i s ,  and spoke o f  how 
o f t e n  t h e  key was n o t  t o  v i s i o n  th e  f u t u r e  b u t  when t o  
com m unicate  t h e  d e t a i l s  o f  a  v i s i o n  t o  th o s e  a round h im . He 
spoke o f  how he com m unicates  h i s  v is i o n  t o  th e  Board and
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o t h e r  key v o l u n t e e r s  " l i t t l e  b i t s  and p ie c e s  a t  a t im e "  
(p e r s o n a l  c o m m u n ic a t io n ,  J u ly  1 3 , 1 9 8 8 ) .  Some o f  th e  t h in g s  
b e in g  d is c u s s e d  now he had d is c u s s e d  t e n  y e a r s  ago w i t h  
E n g l is h .  S l a g l e  d e s c r ib e d  h is  j o b  l i k e  t h a t  o f  an a i r  
t r a f f i c  c o n t r o l l e r  h a n d l in g  t h e  many is s u e s  and problem s  
a lw a y s  c o n f r o n t in g  t h e  A s s o c ia t io n .  "The c h a l le n g e s  l i n e  up 
l i k e  a i r p l a n e s  in  a la n d in g  p a t t e r n ,  and my t a s k  i s  t o  keep  
them a t  th e  p ro p e r  d is t a n c e s  and in  t h e  r i g h t  p o s i t io n s  
u n t i l  th e y  can be fo c u s e d  on and c a r e f u l l y  b ro u g h t  under  
c o n t r o l "  ( S l a g l e ,  1 9 8 9 ,  p .  8 ) .  The need and o r g a n i z a t io n  o f  
a s u b s i d i a r y  and t h e  d e ve lo p m e n t o f  a  n a t i o n a l  t a l e n t  
c o m p e t i t io n  had been b o th  u n d er d is c u s s io n  f o r  many y e a r s .  
The d i f f e r e n c e ,  a c c o r d in g  t o  S l a g l e ,  was t h a t  E n g l is h  needed  
t o  be th e  c e n t e r  o f  a t t e n t i o n  w i t h  an y  new program  o r  
s e r v i c e .  S l a g l e  o b s erv e d  t h a t  t h e  B o ard  has t r a d i t i o n a l l y  
n o t  w anted anyone t o  come in  w i t h  a g u id in g  l i g h t ,  b u t  he 
f e l t  t h e  Board has been open t o  new id e a s  i f  p re s e n te d  a 
l i t t l e  a t  a t i m e ,  in c r e m e n t a l l y ,  when s t i l l  in  th e  i n f a n t  
s t a g e .
Change In  NACA S in c e  1983
D u r in g  one l a t e  n i g h t  i n t e r v i e w  s e s s io n  in  November, 
1 988 , I  asked S l a g l e  w hat he w ould l i k e  t o  be remembered f o r  
a f t e r  he le a v e s  NACA. He r e p l i e d  t h a t  he d id  indeed  t h i n k  
a b o u t  t h i s  q u e s t io n  fro m  t im e  t o  t i m e ,  and he came up w i th  
t h i s  answ er f o r  h i m s e l f :  " I  was a p p r o p r i a t e  f o r  th e
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o r g a n i z a t io n  a t  t h e  t im e  I  worked t h e r e "  (p e r s o n a l  
c o m m u n ic a t io n ) .  He a r r i v e d  when t h e  A s s o c ia t io n  needed a 
c o n c i l i a t o r ,  a  h e a l e r ,  an i n d i v i d u a l  who c o u ld  c r e a t e  
s t a b i l i t y  and p r o v id e  a f o u n d a t io n  upon w h ich  t h e  v o lu n t e e r s  
c o u ld  t a k e  m easure and b e g in  t o  fo c u s  on w h a t th e y  do w e l l .  
W h ile  o t h e r  i n d i v i d u a l s  c o u ld  have been s u c c e s s fu l  as  
E x e c u t iv e  D i r e c t o r  o f  NACA, he b e l ie v e d  t h e y  would have been  
s u c c e s s fu l  in  d i f f e r e n t  ways. T h e re  a r e  f o r c e s  in  th e  
e n v iro n m e n t  w h ich  im p a c t on and te n d  t o  le a d  i n d i v i d u a l s  in  
d i f f e r e n t  w ays. I n  th e  end , S l a g l e  f e l t  t h a t  he w ould  be 
remembered as one who b le n d e d  w e l l  w i t h  t h e  v o l u n t e e r s  and 
who used t h e  a v a i l a b l e  re s o u rc e s  w e l l .  These  a c h ie v e m e n ts  
r e f l e c t  b o th  S l a g l e ’ s s t r e n g t h  and t h e  needs  o f  t h e  
o r g a n i z a t i o n ,  p a r t i c u l a r l y  d u r in g  t h e  e a r l y  y e a r s  o f  h is  
te n u r e .
How has NACA changed d u r in g  S l a g l e ’ s te n u r e ?  I f  we 
lo o k  back t o  th e  c r i t i c a l  is s u e s  f a c in g  t h e  A s s o c ia t io n  in  
1983 , th e y  c e n t e r e d  on two p ro b le m s: ( a )  a  s p l i t  between  
r e g io n a l  v o l u n t e e r s ,  n a t io n a l  v o l u n t e e r s ,  and t h e  N a t io n a l  
O f f i c e  s t a f f ,  and ( b )  a s t a b l e  s choo l m em bership and 
d e c re a s in g  a s s o c ia t e  membership w h ich  t o g e t h e r  p r o je c t e d  
f u t u r e  n a t i o n a l  b u d g e ta ry  p ro b le m s . The su cc e ss  NACA has  
had in  a d d r e s s in g  th e s e  prob lem s and in  d e v e lo p in g  
approaches  t o  m eet new c h a l le n g e s  speaks  t o  t h e  su ccess  
S l a g l e ,  th e  Board o f  D i r e c t o r s ,  and o t h e r  key v o lu n t e e r s  
have had in  p r o v id in g  le a d e r s h ip  t o  th e  A s s o c i a t i o n .
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One p ro b le m  w hich  r e q u i r e d  S l a g l e ’ s im m ed ia te  a t t e n t i o n  
was t h e  r i f t s  w h ic h  d i v id e d  N a t i o n a l  O f f i c e  s t a f f  members, 
t h e  Board o f  D i r e c t o r s ,  and r e g io n a l  v o l u n t e e r s .  As V ic e  
C h a i r  o f  t h e  Board  o f  D i r e c t o r s  a t  t h e  t i m e ,  I  r e c a l l  t h a t  
S l a g l e  d id  n o t  im m e d ia te ly  t u r n  t h e  N a t io n a l  O f f i c e  u p s id e  
down and c le a n  house when he became E x e c u t iv e  D i r e c t o r .  
I n s t e a d ,  he ap p ro ach ed  s t a f f  chang es  as  t h e  need f o r  a  long  
te rm  s h i f t  in  a t t i t u d e s  com bined w i t h  s t a f f  o p e n in g s .  W. C. 
K i r b y ,  who w orked  c l o s e l y  w i t h  a s s o c ia t e  members in  th e  
m a r k e t in g  d e p a r tm e n t ,  remembered t h a t  p r i o r  t o  S l a g l e ’ s 
a r r i v a l  b o th  s t a f f  and a s s o c ia t e s  w ere  g ru m b lin g  a b o u t th e  
d i r e c t i o n  t h e  A s s o c ia t io n  was t a k i n g .  E veryone  was aw are  o f  
th e  t e n s io n  in  t h e  o r g a n i z a t i o n ,  and a f t e r  E n g l is h  l e f t  
t h e r e  was some f e a r  t h a t  t h i n g s  c o u ld  g e t  even w o rse . K i r b y  
r e c a l l e d :
I  t h i n k  p e o p le  w ere  k in d  o f  r e l i e v e d  when S la g le  came 
in  s im p ly  because f i r s t ,  h e ’ d been h e re  b e fo r e  and he 
knew th e  o r g a n i z a t i o n  and knew i t  t o  such a d e g ree  
t h a t  he c o u ld  s te p  on b o a rd  and we w o u ld n ’ t  have t o  
s t a r t  o v e r  a g a in .  Second , I  t h i n k  t h a t  th e  p ro c es s  
d i d n ’ t  s to p  when he came i n .  T h e re  was no dead t im e ,  
no down t i m e .  A t  t h a t  p o i n t  t h e  o f f i c e  o p e r a t io n  began  
t o  j u s t  g e t  b e t t e r  and b e t t e r ,  (p e r s o n a l  co m m u n ica tio n )  
W a lb o rn ,  a n o th e r  key s t a f f  member in  th e  o f f i c e ,  
remembered t h a t  S l a g l e ’ s e a r l y  ap p ro ach  t o  t h e  p o s i t i o n  was 
c a u t io u s  and r e t i c e n t .  He d i d n ’ t  o v e r r e a c t  t o  th e  problem s
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f a c i n g  th e  o f f i c e  in  i t s  p u rp o s e  and i t s  r e l a t i o n s  w i t h  th e  
v o lu n t e e r s :  "He s p e n t  an enormous amount o f  t im e  w i t h  me,
p r o v id in g  a l o t  o f  b ackg ro u n d  h i s t o r y .  . . . Any t im e  a 
s u b j e c t  would come up, he w o u ld  spend a  l o t  o f  t im e  
d e s c r ib in g  how t h i n g s  had e v o lv e d  t o  t h a t  p o i n t ,  so t h a t  I  
w ould  have a fra m ew o rk  t o  w o rk  w i t h i n "  (p e rs o n a l  
c o m m u n ic a t io n ) .
A s ig n a l  by th e  Board and S l a g l e  t h a t  th e  A s s o c ia t io n  
and th e  N a t io n a l  O f f i c e  w ere  now on a  d i f f e r e n t  t r a c k  came 
in  th e  s p r in g  o f  1 9 8 4 . The s t a f f  had been in  t h e  same s u i t e  
o f  o f f i c e s  s in c e  P h i l l i p s  had become t h e  f i r s t  E x e c u t iv e  
D i r e c t o r  and moved t h e  o p e r a t io n  o f f  t h e  campus o f  t h e  
U n i v e r s i t y  o f  S outh  C a r o l i n a .  T h is  i n i t i a l  l o c a t i o n  had 
been a p p r o p r ia t e  f o r  a number o f  y e a r s ,  b e in g  lo c a te d  n e a r  
t h e  USC campus and u p s t a i r s  fro m  a row o f  s t o r e s  in  an o l d e r  
r e t a i l  s e c t io n  o f  C o lu m b ia ,  S outh  C a r o l i n a .  But as th e  
y e a r s  p assed , t h i s  a r e a  e x p e r ie n c e d  a re n a is s a n c e ,  w i t h  
t r e n d y  shops moving i n t o  t h e  d i s t r i c t  and r e n t s  in c r e a s in g  
r a p i d l y .  The A s s o c ia t io n  fo u n d  i t s e l f  in  a cram ped,  
e x p e n s iv e  o f f i c e  lo c a t e d  d i r e c t l y  above a p i z z a  p a r l o r  and a 
s t o r e  w hich s o ld  re c o r d  a lbum s and d ru g  p a r a p h e r n a l ia  
( F ig u r e  4 ) .  I n  f a c t ,  t h e  m ost v i v i d  memory I  have o f  my 
f i r s t  v i s i t  t o  th e  N a t io n a l  O f f i c e  in  May, 1983 f o r  an 
E x e c u t iv e  C om m ittee  m e e t in g  was t h e  s m e l l  o f  p i z z a  b a k in g  in  
t h e  r e s t a u r a n t  d o w n s t a i r s .  I n  1984 t h e  o f f i c e  was moved t o  
a modern b u i l d i n g  in  an a t t r a c t i v e  o f f i c e  p a rk  ( F ig u r e  5 ) ,
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F ig u r e  4 . N a t io n a l  o f f i c e  l o c a t i o n  u n t i l  1984 .
and f o r  th e  f i r s t  t im e  in  many y e a r s  th e  s t a f f  members had 
an a d e q u a te  space in  w h ich  t o  w o rk .  The move s ig n a le d  t h a t  
t h e  o f f i c e  was no lo n g e r  run  as a s e a t - o f - t h e - p a n t s  
o p e r a t io n  as in  th e  e a r l y  y e a r s ,  b u t  was now t h e  h e a r t  o f  a 
n a t io n a l  p r o f e s s io n a l  a s s o c i a t i o n .
The s h i f t  in  a t t i t u d e  by N a t io n a l  O f f i c e  s t a f f  members 
r e g a r d in g  t h e i r  r o l e  and pu rp o se  h e lp ed  t o  f o s t e r  a h e a l in g  
o f  th e  prob lem s betw een th e  r e g io n a l  and n a t i o n a l  
v o lu n t e e r s .  P r i o r  t o  t h e  move and S l a g l e ’ s a p p o in tm e n t ,  
many r e g io n a l  v o lu n t e e r s  m is t r u s t e d  and d i s l i k e d  E n g l is h .
A t  one p o i n t  t h i s  had a c t u a l l y  le d  t o  a s h o u t in g  match  
between th e  New E ngland  r e g io n a l  c o o r d in a t o r  and E n g l is h  in  
a Boston h o t e l  h a l lw a y  d u r in g  a r e g io n a l  c o n fe r e n c e ,  where
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F ig u re  5 . The N a t io n a l  O f f i c e  has been lo c a t e d  in  t h i s  
o f f i c e  b u i l d i n g  s in c e  1984 .
th e  two w ere  s e p a r a te d  j u s t  p r i o r  to  b low s b e in g  s t r u c k .
In  th e  e a r l y  1 9 8 0 s ,  th e  Board o f  D i r e c t o r s  had 
a tte m p te d  t o  im p lem e n t g r e a t e r  c o n t r o ls  o v e r  t h e  e xp an d in g  
budgets  and th e  f i n a n c i a l  s u rp lu s e s  o f  some o f  th e  r e g io n s .  
T here  was a co n cern  o v e r  b o th  how th e s e  monies were b e in g  
sp en t as w e l l  as how p o r t io n s  o f  th e s e  s u r p lu s e s  from  
s u c c e s s fu l  r e g io n s  m ig h t  be used t o  a s s i s t  in  th e
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d eve lo p m en t o f  some o f  th e  newer and l e s s  t h r i v i n g  r e g io n s .  
Some r e g io n s  had even  begun t o  b e l i e v e  t h e y  c o u ld  e x i s t  as a 
s u c c e s s fu l  o r g a n i z a t i o n  s e p a r a t e  f ro m  th e  u m b r e l la  n a t io n a l  
o r g a n i z a t i o n ,  lo s in g  s i g h t  o f  th e  s t a b i l i t y ,  p u rp o s e , and 
l e g i t im a c y  i t  p r o v id e d .  S l a g l e  spoke o f  t h e  s t r e n g t h s  th e  
re g io n s  possessed  b u t  c a u t io n e d  them t h a t  th e y  a r e  b u t  a 
p a r t  o f  a l a r g e r  w h o le  and n o t  t o  lo s e  s i g h t  o f  th e  
im p o r ta n t  u m b r e l la  fo rm ed  by t h e  n a t i o n a l  o r g a n i z a t io n  
( S l a g l e ,  1 9 8 4 b ) .  E a r l i e r  a t t e m p t s  t o  have some o f  th e  
s u r p lu s  fu n d s  p o o le d  t o g e t h e r  and in v e s t e d  by th e  N a t io n a l  
O f f i c e  s t a f f  had been r e j e c t e d  because many r e g io n a l  
o f f i c e r s  w ere  c o n ce rn e d  o v e r  E n g l i s h ’ s m o t iv e s  and 
com petency. W i t h in  tw o  y e a r s  o f  S l a g l e ’ s a r r i v a l ,  a new 
sense o f  t r u s t  d e v e lo p e d  betw een  t h e  r e g io n a l  v o lu n t e e r s  and 
th e  s t a f f .  T h is ,  c o u p le d  w i t h  th e  Board f o s t e r i n g  b e t t e r  
r e g io n a l  r e l a t i o n s h i p s ,  le d  t o  t h e  d e v e lo p m e n t o f  a r e g io n a l  
re s e r v e  fu n d  and o t h e r  c o o p e r a t i v e  f i n a n c i a l  a c t i v i t i e s  
among r e g io n s .
The second im m e d ia te  p ro b le m  f a c in g  t h e  A s s o c ia t io n  was 
a co n cern  o v e r  f u t u r e  s o u rc e s  o f  income because o f  d e c l i n i n g  
membership in  th e  a s s o c i a t e  c a t e g o r y .  B a rb a ra  M eyer ,  an 
a s s o c ia t e  r e p r e s e n t a t i v e  t o  th e  n a t i o n a l  o r g a n i z a t i o n ,  
remembered th e  g ro w in g  im p re s s io n  fro m  a s s o c ia t e s  t h a t  th e  
in c r e a s in g  e d u c a t io n a l  em phas is  was le a d in g  t o  a  d e c l i n i n g  
i n t e r e s t  in  NACA’ s t r a d e  show a c t i v i t i e s .  She r e c a l l e d  t h a t  
when S l a g l e  came on b o a rd ,  th e  A s s o c ia t io n  was in  th e  m id s t
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o f  th e  d e b a te  o v e r  p r o v i d in g  a s s o c ia t e s  w i t h  v o t in g  
membership on t h e  B oard  o f  D i r e c t o r s .  Many a s s o c ia t e s  saw 
th e  d e c is io n  on t h i s  p ro p o s a l  as a  l i t m u s  t e s t  f o r  t h e i r  
f u t u r e  i n  t h e  A s s o c i a t i o n .  W h i le  S l a g l e  was, in  f a c t ,  
opposed t o  t h e  p r o p o s a l ,  M eyer b e l ie v e d  t h a t  i t  was S l a g l e ’ s 
f a i r  c o n s i d e r a t i o n  and r e v ie w  o f  t h e  p ro s  and cons o f  th e  
is s u e  w h ich  le d  many a s s o c ia t e s  t o  rem ain  in  th e  
o r g a n i z a t io n  even a f t e r  th e  p ro p o s a l  was r e j e c t e d  by t h e  
Bonrd o f  D i r e c t o r s .  S l a g l e  a ls o  has s u p p o r te d  th e  
c o n t r i b u t i o n  a s s o c i a t e  members make t o  c o l l e g e  a c t i v i t i e s  
program s and t o  t h e  A s s o c ia t io n  in  a  number o f  e d i t o r i a l s  in  
Programming ( S l a g l e ,  1 985a ; 1985d; 1 9 8 9 a ) .
An is s u e  w h ich  i n t e g r a t e d  b o th  t h e  p ro b lem s  o f  
a s s o c ia t e s  and th e  r i f t  betw een t h e  r e g io n a l  and n a t i o n a l  
v o lu n t e e r s  was r e g io n a l  a s s o c ia t e  m em bersh ip . V o lu n t e e r  
r e g io n a l  m em bership c o o r d i n a t o r s , r e s p o n s ib le  f o r  c o n t a c t in g  
nonmember s c h o o ls  and f i r m s  in  t h e i r  r e g io n s ,  w ere  o f t e n  
c o n f r o n te d  by s m a l l  f i r m s  o r  i n d i v i d u a l  p e r fo r m e rs  who, 
w h i le  i n t e r e s t e d  i n  show cas ing  a t  one r e g io n a l  c o n fe r e n c e ,  
would n o t  j o i n  th e  o r g a n i z a t i o n  because  o f  th e  e x p e n s iv e  
n a t io n a l  d u e s .  F o r  t h e s e  p e r f o r m e r s ,  t h e  p o t e n t i a l  b e n e f i t s  
o f  n a t io n a l  a d v e r t i s i n g  o r  th e  o p p o r t u n i t y  t o  showcase a t  a 
n a t io n a l  c o n v e n t io n  w ere  n o t  r e a l i s t i c  because o f  th e  
l i m i t e d  fu n d s  th e y  had t o  i n v e s t  in  t h e i r  a c t .  Y e t ,  l a c k in g  
n a t io n a l  m em bersh ip , th e y  w ere  n o t  p e r m i t t e d  t o  showcase o r  
e x h i b i t  a t  r e g io n a l  NACA c o n fe re n c e s  o r  w orkshops , even
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though th e y  w ere  w i l l i n g  t o  pay a l l  f e e s  a s s o c ia t e d  w i t h  
t h i s  s i n g l e  p ro g ra m .
R e g io n a l  v o l u n t e e r s  had f o r  a number o f  y e a r s  proposed  
a new r e g io n a l  a s s o c i a t e  m embership c a t e g o r y ,  w h ich  in c lu d e d  
o n ly  l i m i t e d  b e n e f i t s ,  as a  way t o  a d d res s  t h e  d e c l i n e  in  
n a t i o n a l  a s s o c i a t e  m em bership . R e g io n a l  a s s o c ia t e  
m embership w ou ld  b o th  p r o v id e  p o t e n t i a l  members an 
o p p o r t u n i t y  t o  be in t r o d u c e d  t o  th e  b e n e f i t s  o f  NACA 
m embership and p r o v id e  r e g io n a l  c o n fe re n c e s  w i t h  g r e a t e r  
d i v e r s i t y  in  t a l e n t  and t h e  e x c i te m e n t  such v a r i e t y  b ro u g h t  
t o  r e g io n a l  c o n f e r e n c e s .  A t  t h e  same t im e ,  Board members 
f e a r e d  t h a t  p r o v i d in g  t h i s  membership c la s s  w ou ld  o n ly  
a c c e l e r a t e  t h e  lo s s  o f  o v e r a l l  income as a s s o c ia t e  members 
s t r i v e d  t o  move i n t o  t h i s  l e s s  e x p e n s iv e  c a t e g o r y  r e g a r d le s s  
o f  w h a te v e r  r e q u i r e m e n ts  w ere  p la c e d  on r e g io n a l  m em bership .  
The Board d id  f i n a l l y  r e l e n t  t o  p re s s u re s  fro m  t h e  r e g io n s  
and ap p ro ved  a  r e g io n a l  a s s o c ia t e  membership in  1 9 8 4 .  T h is  
has p r o v id e d  some s t a b i l i z a t i o n  t o  a s s o c ia t e  m em bersh ip ,  
s in c e  t h e  t o t a l  o f  n a t i o n a l  and r e g io n a l  a s s o c ia t e  members 
in  1989 r o u g h ly  e q u a le d  t h e  t o t a l  number o f  NACA a s s o c ia t e s  
in  198 2 . As S l a g l e  s t a t e d ,  " J u s t  s t a y in g  even w i t h  o u r  
a s s o c ia t e  m em bership  i s  a  su ccess  o f  s o r t s ,  as in c r e a s e d  
b u s in e s s  c o s ts  h ave  d r a m a t i c a l l y  a l t e r e d  t h e  m a rk e t  s in c e  
t h e  l a t e  1970s" ( S l a g l e ,  1 9 8 9 c ,  p .  8 ) .
A n o th e r  p ro b le m  w h ich  had been grow ing  w i t h i n  t h e  
A s s o c ia t io n  d u r in g  t h e  p a s t  decade was t h e  d e c r e a s in g  number
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o f  s u i t a b l e  p o s i t i o n s  a v a i l a b l e  f o r  v o l u n t e e r s  in  th e  
o r g a n i z a t i o n .  I n  t h e  1960s and 1 9 7 0 s , s t u d e n t  a c t i v i t i e s  
was a  young p e r s o n ’ s f i e l d .  I n d i v i d u a l s  moved up q u i c k l y  
f ro m  lo w e r  l e v e l  p o s i t i o n s  t o  s e rv e  as  d e p a r tm e n ta l  
d i r e c t o r s ,  o f t e n  by age t h i r t y .  T u rn o v e r  o f  c o l l e g e  
a d m i n i s t r a t o r s  was a ls o  q u ic k ,  w i th  th e s e  i n d i v i d u a l s  moving  
i n t o  o t h e r  p o s i t i o n s  in  s t u d e n t  a f f a i r s  o r  l e a v i n g  t h e  
f i e l d .  V o lu n t e e r s  in  NACA m ir r o r e d  t h i s  a c t i o n ,  w i t h  
i n d i v i d u a l s  moving i n t o  r e g io n a l  c o o r d in a t o r  p o s i t i o n s  
b e fo r e  age t h i r t y  and o f t e n  c o m p le t in g  a f o u r  o r  f i v e  y e a r  
te rm  on t h e  B oard  o f  D i r e c t o r s  b e fo r e  age t h i r t y - f i v e .
The l a t e  1970s though b ro u g h t a change i n  th e  f i e l d ,  a  
t r e n d  w hich  c o n t in u e s  t o  t h i s  day. T u rn o v e r  i n  s e n io r  
s t u d e n t  a c t i v i t y  p o s i t i o n s  s low ed down d r a m a t i c a l l y ,  w i t h  
i n d i v i d u a l s  now v ie w in g  th e s e  p o s i t i o n s  as lo n g  te rm  
c a r e e r s .  S l a g l e  n o ted  t h i s  t r e n d  in  h i s  f i r s t  e d i t o r i a l  as  
E x e c u t iv e  D i r e c t o r .  "Once a h ig h ly  m o b i le  g ro u p ,  campus 
a c t i v i t i e s  p r o f e s s i o n a l s  now te n d  t o  s t a y  i n  t h e i r  jo b s  f o r  
lo n g e r  p e r io d s  o f  t i m e ,  th u s  c r e a t i n g  f e w e r  j o b  o p e n in g s ,  
p a r t i c u l a r l y  f o r  t o p - l e v e l  and e n t r y - l e v e l  m anagers"
( S l a g l e ,  1 9 8 3 c ,  p .  8 ) .  S u d d e n ly ,  d e d ic a te d  and e x t r e m e ly  
c o m p eten t v o l u n t e e r s  in  NACA found  t h a t  by age t h i r t y - f i v e  
t h e y  had done i t  a l l ,  w i t h  fe w  s u i t a b l e  aven u es  f o r  
p r o f e s s io n a l  in v o lv e m e n t  and c o n t r i b u t i o n s  a v a i l a b l e  as th e y  
c o n t in u e d  in  t h e  campus a c t i v i t i e s  f i e l d .  I t  was d i f f i c u l t  
f o r  them , h a v in g  a l r e a d y  h e ld  s e n io r  p o s i t i o n s  in  bo th  t h e i r
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r e g io n  and on th e  Board o f  D i r e c t o r s ,  t o  f i n d  o p p o r t u n i t i e s  
t o  v o l u n t e e r  w h ich  w ere  b o th  p e r s o n a l l y  f u l f i l l i n g  and were  
w o rth y  o f  t h e i r  t a l e n t s  and e x p e r ie n c e .
A t  t h e  same t im e ,  s e r v i c e  on t h e  B oard  f o r  young 
v o lu n t e e r s  was som etim es a le td o w n .  As r e g io n a l  
c o o r d in a t o r s ,  v o lu n t e e r s  w ere  o f t e n  r e s p o n s ib le  f o r  annual 
a c t i v i t i e s  w h ich  in c lu d e d  c o n fe re n c e s  w i t h  o v e r  1 ,0 0 0  
d e le g a t e s ,  o v e r  100 v o l u n t e e r s ,  and s i x  f i g u r e  r e g io n a l  
b u dgets  w h ich  c o n ta in e d  r e g io n a l  in v e s tm e n t  p o r t f o l i o s  and 
re s e r v e  fu n d s .  When e l e c t e d  t o  th e  B oard  o f  D i r e c t o r s ,  th e y  
found  th e m s e lv e s  as one o f  t w e n ty - tw o  i n d i v i d u a l s  who were  
r e s p o n s ib le  n o t  f o r  p la n n in g  and d i r e c t i n g  a c t i v i t i e s  b u t  
f o r  s e t t i n g  p o l i c y .  The r e a l i t y  o f  t h e  o p e r a t io n  o f  th e  
Board was t h a t  most in f o r m a t io n  and recom m endations  were  
f i l t e r e d  th ro u g h  th e  seven  Board members who s e rv e d  as  
o f f i c e r s  and members o f  t h e  E x e c u t iv e  C o m m itte e ,  and th e s e  
seven o f t e n  fo u n d  i t  d i f f i c u l t  t o  keep t h e  e n t i r e  Board  
in fo rm e d  as  t o  th e  p ro b lem s  and a c t i v i t i e s  o f  th e  
o r g a n i z a t i o n .  Thus , t h e  o t h e r  f i f t e e n  Board members o f t e n  
e i t h e r  r e la x e d  and e n jo y e d  t h e i r  t h r e e  y e a r  te rm  and i t s  
b e n e f i t s  o r  a t te m p te d  t o  c o n t in u e  t h e i r  e a r l i e r  v o lu n t e e r  
e x p e r ie n c e s  and aw kw ard ly  t a k e  an a c t i v e  r o l e  in  d i r e c t i n g  
A s s o c ia t io n  program s.
The p ro b lem s  o f  t h e  r o l e  o f  Board members and th e  b e s t  
use o f  e x p e r ie n c e d  v o lu n t e e r s  who had a l r e a d y  s e rv e d  on th e  
Board a t  an young age w ere  a d d ressed  b e g in n in g  in  198 7 . The
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o r g a n i z a t i o n ’ s 1983 s t r a t e g i c  p la n  c a l l e d  f o r  NACA t o :
C onduct an a s s o c i a t i o n  management and o p e r a t io n s  re v ie w  
t o  in c lu d e  s tu d y  and recom m endations  in  th e  a r e a s  
o u t l i n e d  be low  t o  e n s u re  t h a t  o u r  [NACA’ s ]  s t r u c t u r e ,  
s y s te m s , p o l i c i e s  and p ro c e d u re s  a r e  c u r r e n t  and 
a p p r o p r i a t e  t o  t h e  needs o f  o u r  A s s o c ia t io n .
A. P o l ic y - m a k in g  s y s te m s .
B. D e c is io n -m a k in g  system's.
C. C o m m u n ic a t io n / in fo r m a t io n a l  system s.
D. O p e r a t in g  p o l i c i e s  and p ro c e d u re s .
E. V o lu n t e e r  and N a t i o n a l  O f f i c e  s t a f f  
re s p o n s i  b i 1 i t i e s .
F . O r g a n iz a t i o n a l  s t r u c t u r e  
(K o zu ch , December 1 0 , 1 9 8 7 ,  p .  1 ) .
To c o n d u c t  t h i s  r e v ie w ,  NACA h i r e d  Joyce Kozuch, a 
c o n s u l t a n t  f o r  s t a f f  and o r g a n i z a t i o n a l  d e v e lo p m e n t .  Kozuch  
had c o n s id e r a b le  e x p e r ie n c e  w o rk in g  f o r  n o n p r o f i t  
a s s o c ia t io n s  a f f i l i a t e d  w i t h  t h e  A m erican  S o c ie ty  o f  
A s s o c ia t io n  E x e c u t iv e s ,  and i t  i s  th ro u g h  t h i s  o r g a n i z a t io n  
t h a t  S l a g l e  le a r n e d  o f  h e r  w ork  and recommended h e r  t o  t h e  
Board f o r  t h i s  r e v ie w .
T h is  was n o t  t h e  f i r s t  t im e  NACA had tu rn e d  t o  a 
c o n s u l t a n t  c o n n e c te d  w i t h  th e  A m e rican  S o c ie t y  f o r  
A s s o c ia t io n  E x e c u t iv e s  when f a c i n g  a c r i t i c a l  i s s u e .  I n  t h e  
f a l l  o f  1 9 7 5 , r e p o r t s  began t o  re a c h  t h e  Board o f  D i r e c t o r s  
o f  p rob lem s in  t h e  N a t io n a l  O f f i c e .  W h i le  i t  ap p ea re d  t h a t
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many o f  th e s e  p ro b le m s  w ere  t i e d  t o  t h e  p e r fo rm a n ce  and 
h e a l t h  o f  P h i l l i p s ,  t h e  E x e c u t iv e  D i r e c t o r ,  th e  Board  
d e c id e d  t o  r e v ie w  t h e  e n t i r e  o p e r a t io n  in  C o lu m b ia , South  
C a r o l i n a .  A t  t h a t  p o i n t  t h e  Board t u r n e d  t o  a ASAE 
co n n ected  c o n s u l t a n t ,  and s u b s e q u e n t  recom m endations  
c o n ta in e d  in  t h e  r e p o r t  l e d  t o  E n g l is h  r e p la c in g  P h i l l i p s  as  
E x e c u t iv e  D i r e c t o r .
NACA fo rm ed  an a s s o c i a t i o n  management and o p e r a t io n s  
re v ie w  c o m m it te e ,  composed o f  p a s t  and p r e s e n t  v o lu n t e e r s  
and c h a i r e d  by p a s t  Board c h a i r p e r s o n  James F erg u so n , t o  
work w i t h  Kozuch. The B oard  o f  D i r e c t o r s  a ls o  d i r e c t e d  t h i s  
re v ie w  c o m m itte e  t o  s tu d y  and p r e p a r e  comments on K ozuch ’ s 
f i n a l  r e p o r t  f o r  th e  F e b r u a r y ,  1988 Board m e e t in g .
A f t e r  r e v ie w in g  r e l e v a n t  A s s o c ia t io n  docum ents,  
i n t e r v i e w i n g  key p a s t  and p r e s e n t  NACA v o lu n t e e r s  and 
N a t io n a l  O f f i c e  s t a f f ,  and a t t e n d i n g  t h e  summer, 1987 
m e e t in g  o f  th e  Board o f  D i r e c t o r s ,  Kozuch p re s e n te d  h e r  
r e p o r t  and i t s  o b s e r v a t io n s  and 51 recom m endations t o  th e  
re v ie w  c o m m itte e  in  Decem ber, 1 9 8 7 .  The re v ie w  c o m m ittee  
th e n  p re p a re d  a r e p o r t  t h a t  c o n ta in e d  26 recom m endations f o r  
changes in  K o zu ch ’ s r e p o r t .  Both r e p o r t s  were fo r w a r d  t o  
members o f  t h e  Board o f  D i r e c t o r s  f o r  t h e i r  re v ie w  p r i o r  t o  
t h e  F e b ru a ry  m e e t in g .
Kozuch’ s r e p o r t  u rg ed  t h e  A s s o c i a t i o n ,  and s p e c i f i c a l l y  
t h e  Board o f  D i r e c t o r s  and E x e c u t iv e  C o m m ittee , t o  ad d res s  
t h r e e  needs:
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The need t o  be s e c o n d - le v e l  managers and t o  d e le g a t e  
in s t e a d  o f  do . The need t o  p r i o r i t i z e  p r o j e c t s  in  
r e l a t i o n  t o  l i m i t e d  r e s o u rc e s  and in  r e l a t i o n  t o  one  
a n o t h e r ,  ( r e s o u r c e s  = human re s o u rc e s  b o th  v o l u n t e e r  
and s a l a r i e d ,  money, i n f o r m a t i o n ,  f a c i l i t i e s ,  
e q u ip m e n t ) .  The need t o  a c c e p t  o t h e r  r o l e s  f o r  t h e  
a s s o c i a t i o n  b e s id e s  d e s ig n in g  and d e v e lo p in g  th e  
p ro d u c ts  and s e r v i c e s  o f f e r e d ,  (ex am p le s  o f  o t h e r  
r o l e s  = b r o k e r in g  betw een members and o t h e r  r e s o u r c e s ,  
d is s e m in a t in g  p r o d u c ts  and s e r v ic e s  d e v e lo p e d  by 
o t h e r s ,  te a m in g  w i t h  o t h e r  o r g a n i z a t io n s  t o  
d e s i g n / d e v e l o p / d e l i v e r ,  and p ig g y -b a c k in g  on o t h e r  
o r g a n i z a t i o n s ’ o f f e r i n g s ) .  (K o zuch , 1987 , p .  8 )
The key recom m endations  o f  th e  c o n s u l t a n t  c e n t e r e d  on f o u r  
a r e a s .  F i r s t ,  t h e  r e p o r t  recommended a r e d u c t io n  in  th e  
s i z e  o f  t h e  Board o f  D i r e c t o r s  by o n e - t h i r d ,  w i t h  t h i s  group  
t o  fo c u s  i t s  a t t e n t i o n  on t h e  p r im a r y  o r g a n i z a t i o n a l  
v e h i c l e s  w h ich  d e l i v e r  s e r v i c e s  and programs t o  members: th e
m a g az in e , n a t i o n a l  c o n v e n t io n ,  r e g io n a l  c o n fe r e n c e s ,  and  
summer w orkshops . The second key change recommended in  t h e  
r e p o r t  was t o  remove t h r e e  members from  th e  E x e c u t iv e  
C om m ittee ; two p r o f e s s i o n a l  s t a f f  p o s i t io n s  and t h e  o n ly  
s tu d e n t  r e p r e s e n t a t i v e  on t h i s  c o m m it te e .  The t h i r d  
s i g n i f i c a n t  is s u e  a d d re s s e d  concerned  v o t in g  p r i v i l e g e s  f o r  
a s s o c ia t e  members on t h e  Board and E x e c u t iv e  C o m m itte e . The
f i n a l  key change was t o  c r e a t e  a new le v e l  o f  s e n i o r
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v o l u n t e e r  m anagers  j u s t  be low  t h e  Board o f  D i r e c t o r s .  W h i le  
b o th  Kozuch and t h e  r e v ie w  co m m itte e  b e l ie v e d  changes  w ere  
a ls o  n e c e s s a ry  i n  t h e  r e s p o n s i b i l i t i e s  o f  s t a f f  members a t  
t h e  N a t io n a l  O f f i c e ,  th e s e  changes w ere  n o t  c o n s id e r e d  a t  
t h i s  m e e t in g .  The Board was a d v is e d  t h a t  changes i n  o f f i c e  
r e s p o n s i b i l i t i e s  s h o u ld  be made a f t e r  t h e  v o l u n t e e r  
s t r u c t u r e  i s  e s t a b l i s h e d  so t h a t  c o n c r e te  c o n n e c t io n s  c o u ld  
be made betw een t h e  s t r u c t u r e  o f  th e  v o l u n t e e r  c o m m it te e s  
and s p e c i f i c  s t a f f  p o s i t i o n s .
The Board m e e t in g  w hich  d is c u s s e d  th e s e  recom m endations  
began w i t h  t h e  u n d iv id e d  a t t e n t i o n  o f  t h e  D i r e c t o r s  and w i t h  
Kozuch and members o f  th e  re v ie w  co m m itte e  in  a t t e n d a n c e .  
E s t a b l is h m e n t  o f  t h e  new l e v e l  o f  s e n io r  v o l u n t e e r  managers  
was done q u i c k l y ,  a f t e r  o n ly  a s h o r t  d is c u s s io n  on t h e  
p ro p e r  t i t l e  f o r  th e s e  i n d i v i d u a l s  and t h e i r  c o m m it te e s .
Four e d u c a t io n a l  c o u n c i l s  w ere  e s t a b l i s h e d ,  r e p la c i n g  th e  
r e l a t i v e l y  i n e f f e c t i v e  s t r u c t u r e  o f  n a t i o n a l  c o m m it te e s .  
Im provem ent in  t h e  q u a l i t y  o f  e d u c a t io n a l  p rogram s a t  th e  
r e g io n a l  l e v e l  and t h e  e s t a b l is h m e n t  o f  a s e p a r a t e  
e d u c a t io n a l  p ro g ram  c o m m it te e  f o r  th e  n a t i o n a l  c o n v e n t io n  
had l e f t  t h e  n a t i o n a l  c o m m itte e s  w i t h o u t  a c l e a r  t a s k  in  th e  
A s s o c ia t io n .  T h ese  new e d u c a t io n a l  c o u n c i l s  w ould  s e r v e  as  
c o o r d in a t in g  g ro u p s  f o r  a l l  o f  th e  v a r i e d  e d u c a t io n a l  
program s and s e r v i c e s  o f  t h e  o r g a n i z a t i o n ,  w h e th e r  th e y  w ere  
d e v e lo p e d  by r e g io n a l  c o m m it te e s ,  n a t io n a l  v o l u n t e e r s ,  o r  
s t a f f  members i n  t h e  N a t io n a l  O f f i c e .  The s e n i o r  l e v e l
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v o l u n t e e r  p o s i t i o n s  in  th e s e  c o u n c i ls  w ere  e x p e c te d  t o  be 
both  a p p e a l in g  t o  young p r o f e s s i o n a l s  n o t  y e t  i n t e r e s t e d  in  
t h e  p o l ic y m a k in g  r o l e  o f  t h e  Board and a  c o n s t r u c t i v e  o u t l e t  
f o r  t h e  s k i l l s  o f  v e t e r a n  v o l u n t e e r s .
D is c u s s io n  o v e r  changes  in  t h e  s t r u c t u r e  o f  t h e  Board  
o f  D i r e c t o r s  and t h e  E x e c u t iv e  C om m ittee  was more l e n g t h y .  
From t h e  v e r y  b e g in n in g  o f  t h e  d e b a te  i t  was a p p a r e n t  t h e r e  
was a  consensus t h a t  some fo rm  o f  change was needed in  th e s e  
g ro u p s .  B u t w h i l e  K o zu ch ’ s recom m endations w ere  made in  th e  
i n t e r e s t  o f  e f f i c i e n c y  and th e  u s e fu ln e s s  o f  c e r t a i n  
p o s i t i o n s  t o  t h e  A s s o c i a t i o n ,  some o f  th e  D i r e c t o r s  w ere
co n cern ed  a t  t h e  message some changes m ig h t  send t o
v o lu n t e e r s  and t h e  m em bersh ip . T h is  was most e v i d e n t  in  th e  
d is c u s s io n  cn t h e  move t o  remove t h e  o n ly  s t u d e n t  
r e p r e s e n t a t i v e  on t h e  E x e c u t iv e  C o m m ittee . Kozuch ( 1 9 8 7 ,  p . 
9 )  recommended t h a t  s t u d e n t s  sh o u ld  n o t  s e r v e  on t h e  
E x e c u t iv e  C o m m ittee  because  a l l  members o f  t h i s  group  
"sh o u ld  have r e a l  e x p e r ie n c e  a d d re s s in g  n a t i o n a l  is s u e s  t h a t  
c o n f r o n t  t h e  A s s o c i a t i o n . "  Kozuch a ls o  o p in e d  t h a t  h a v in g  
two s t u d e n t  D i r e c t o r s  on t h e  Board a l lo w e d  f o r  am ple  
" s tu d e n t  in p u t  t o  t h e  d e l i b e r a t i o n s  o f  t h e  g o v e r n in g  body o f  
th e  A s s o c ia t io n "  ( p .  9 ) .  Kozuch and o t h e r s  a rg u e d  t h a t  
s tu d e n ts  fro m  member campuses were r e p r e s e n te d  by th e  
p r o f e s s io n a l  s t a f f  members who would h o ld  t h e  t h r e e  v o t in g
p o s i t i o n s  on t h e  E x e c u t iv e  C o m m ittee . The r e v ie w  c o m m itte e
o f f e r e d  no w r i t t e n  recom m endations on t h i s  i s s u e .  Board
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members and S l a g l e  spoke c a r e f u l l y  and d e l i b e r a t e l y  o f  how 
t h i s  recommended change w ould  n o t  d im in is h  t h e  r e a l  r o l e  
p la y e d  by s t u d e n t s  in  t h e  A s s o c ia t io n .  B u t s t u d e n t  members 
o f  t h e  B o ard , some Board  members, and Boatman and o t h e r s  in  
a t te n d a n c e  spoke  o f  th e  r o o t s  o f  th e  o r g a n i z a t i o n  and i t s  
d e d i c a t i o n  t o  s t u d e n t  d e v e lo p m e n t .  The Board v o te d  t o  
r e t a i n  th e  one s t u d e n t  member on th e  E x e c u t iv e  C o m m itte e .  
S l a g l e  l a t e r  s a i d  t h a t  he was a l i t t l e  d is a p p o in t e d  by t h i s  
d e c is io n  f o r  i t  was an exam ple  o f  some Board members v o t in g  
" w i th  t h e i r  h e a r t s  and n o t  t h e i r  heads" ( p e r s o n a l  
c o m m u n ic a t io n ,  F e b r u a r y  2 0 ,  1 9 8 8 ) .
The Board a l s o  ap p ro ved  th e  recom m endation  r e d u c in g  th e  
s i z e  o f  t h e  Board  o f  D i r e c t o r s ;  t o  be phased in  o v e r  t h r e e  
y e a r s .  The d is c u s s io n  o f  v o t in g  p r i v i l e g e s  f o r  a s s o c ia t e s  
c e n t e r e d  on l e g a l  is s u e s .  Kozuch (1 9 8 7 ,  p .  8 )  s t a t e d  t h a t  
" th e  IR S ’ [ I n t e r n a l  Revenue S e r v ic e ]  o b j e c t i o n  t o  a s s o c ia t e  
members d i r e c t l y  g o v e r n in g  t h e  a s s o c ia t io n  i s  c l e a r  and  
c o n t in u o u s ,"  and o b s e rv e d  t h a t  " c u r r e n t l y ,  a g e n c ie s  in  th e  
l e g i s l a t i v e  and e x e c u t i v e  b ran ch es  o f  t h e  F e d e r a l  G overnm ent  
a r e  c l o s e l y  s c r u t i n i z i n g  a l 1 a s s o c i a t i o n s ’ m a r k e tp la c e  
in v o lv e m e n t ."  The Board a g ree d  t h a t  n o n v o t in g  m em bership on 
t h e  Board and E x e c u t iv e  C om m ittee  was w a r r a n te d  s in c e  
a s s o c ia t e s  a r e  a s e p a r a t e  and s i g n i f i c a n t  m em bership  
c a t e g o r y  in  t h e  o r g a n i z a t i o n ,  b u t  v o te d  n o t  t o  p r o v id e  th e s e  
r e p r e s e n t a t i v e s  a v o te  s in c e  such d i r e c t  g o v ern a n c e  
p a r t i c i p a t i o n  c o u ld  " c a l l  t h e  g o v ern m e n t’ s a t t e n t i o n  t o  th e
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a s s o c i a t i o n ’ s  u n iq u e  r e l a t i o n s h i p  w i t h  i t s  s u p p l ie r  
i n d u s t r y — and p c s c i b l y  j e o p a r d i z e  t h e  a s s o c i a t i o n ’ s 
f i n a n c i a l  s t a b i l i t y  as  a r e s u l t "  (K o zu ch , p .  8 ) .  F in a l  
a c t io n  on t h e  r e o r g a n i z a t i o n  e x te n d e d  t h e  r o l e  o f  th e  r e v ie w  
co m m itte e  t o  o v e r s e e  t h e  im p le m e n ta t io n  o f  th e  s t r u c t u r a l  
changes in  t h e  A s s o c i a t i o n .
The most r e c e n t  m a jo r  change in  t h e  A s s o c ia t io n  has  
been t h e  e s t a b l i s h m e n t  o f  t h e  f o r - p r o f i t  s u b s id ia r y  
d is c u s s e d  e a r l i e r .  W ith  f u r t h e r  work on th e  p ro p o s a l by th e  
N a t io n a l  O f f i c e  s t a f f  and S l a g l e ’ s p ro m o tio n  o f  i t  in  h is  
e d i t o r i a l  i n  t h e  J a n u a ry ,  1988 is s u e  o f  Programming ( S l a g l e .  
1 988a , p .  8 ) ,  t h e  p ro p o s a l  was f i n a l l y  a c c e p te d  by t h e  Board  
o f  D i r e c t o r s  a t  i t s  m e e t in g  o f  F e b r u a r y .  1S88. The l e v e l  o f  
d is c u s s io n  a t  t h e  m e e t in g  showed t h a t  S l a g l e ,  o t h e r  N a t io n a l  
O f f i c e  s t a f f  members, and Board p ro p o n e n ts  o f  th e  change had 
done t h e i r  homework s in c e  th e  p r o p o s a ls  d is a p p o in t in g  
r e c e p t io n  in  J u l y ,  1 9 8 7 .  S l a g l e  p r e s e n te d  th e  
recom m endations f o r  t h e  c r e a t i o n  o f  th e  s u b s i d i a r y ,  moving  
s lo w ly  th ro u g h  each  t o p i c  t o  a l l o w  q u e s t io n s  and c o n c e rn s  t o  
a r i s e  fro m  Board members. One t o p i c  o f  p a r t i c u l a r  c o n cern  
d u r in g  th e  d e l i b e r a t i o n s  was t h e  r e l a t i o n s h i p  between  
s u b s id ia r y  a c t i v i t i e s  and s e r v i c e s  and th o s e  p ro v id e d  by 
a s s o c ia t e  members, f o r  t h e r e  was a co n ce rn  t h a t  NACA c o u ld  
be seen as s u p p ly in g  p ro d u c ts  o r  s e r v ic e s  t h a t  competed w i t h  
th o s e  o f  a s s o c i a t e s .  Responding t o  t h i s  c o n c e rn ,  S l a g l e  
asked t h a t  t h e  Board become a c t i v e  in  d e v e lo p in g  "a v is i o n
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o f  t h e  ty p e s  o f  b u s in e s s e s  and s e r v i c e s  NACA w i l l  
a u t h o r i z e . "  When Board members e x p re s s e d  concern  t h a t  th e  
s u b s id ia r y  c o u ld  p ro d u ce  s e r v i c e s  o r  p ro d u c ts  o b j e c t io n a b l e  
t o  some c o l le g e s  o r  u n i v e r s i t i e s ;  S l a g l e  t o l d  t h e  Board o f  
D i r e c t o r s  t h a t  he w ould  “p e r s o n a l l y  make s u re  t h e  s u b s id ia r y  
w ould n o t  do t h in g s  t h a t  w ere  n o t  in  a l ig n m e n t  w i t h  NACA 
because I ’ m an em ployee  o f  NACA and owe my jo b  t o  t h e  Board  
o f  D i r e c t o r s . "
The s u b s id ia r y  was e s t a b l i s h e d  by th e  Board w i t h  b u t  
one d i s s e n t .  Members o f  t h e  Board o f  t h i s  new o r g a n i z a t io n  
have been named, and t h e y  a r e  e x p l o r i n g  s e v e r a l  p o s s ib le  
p r o j e c t s .  T h is  new o r g a n i z a t i o n a l  b ranch  has t h e  p o t e n t i a l  
t o  c r e a t e  v a s t  changes in  NACA because o f  i t s  i n f l u e n c e  w i t h  
th o s e  c o r p o r a t io n s  i n t e r e s t e d  in  p o s i t i o n i n g  th e m s e lv e s  in  
th e  c o l le g e  m a r k e t p la c e ,  and because o f  th e  new monies which  
th e  s u b s id ia r y  can r a i s e  t o  s u p p o r t  t h e  exp a n d in g  program s  
and s e r v ic e s  o f  t h e  p r o f e s s i o n a l  a s s o c i a t i o n .
L e a d e rs h ip
W ith  th e  fo c u s  o f  t h i s  s tu d y  b e in g  on l e a d e r s h ip  and 
s in c e  th e  c e n t r a l  c h a r a c t e r  i s  S l a g l e ,  many re s p o n d en ts  were  
open t o  d is c u s s  S l a g l e ’ s l e a d e r s h ip  q u a l i t i e s .  S t e r n  spoke  
o f  how S la g le  was a l e a d e r ,  because he was an i n d i v i d u a l  one 
w ish ed  t o  f o l l o w  s in c e  he i n s t i l l e d  f a i t h  in  th e  f o l l o w e r s .  
B u t l e r  d e s c r ib e d  how w o rk in g  w i t h  S l a g l e  was l i k e  t a k in g  a 
c la s s  in  e f f e c t i v e  le a d e r s h ip  and management, f o r  he has an
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a b i l i t y  t o  e f f e c t i v e l y  com m unicate  w i t h  a l l  ty p e s  o f  p e o p le ,  
from  " th e  l o w l i e s t  j a n i t o r  t o  t h e  P r e s id e n t  o f  th e  U n i te d  
S t a t e s .  . . . J u s t  b e in g  a round  him and o b s e r v in g  him a re  
e d u c a t io n a l  e x p e r ie n c e s  t h a t  a r e  w o r th  th o u s a n d s  o f  d o l l a r s  
in  t u i t i o n  t o  me" (p e r s o n a l  c o m m u n ic a t io n ,  F e b ru a ry  17 ,  
1 9 8 8 ) .  P a r k e r  f l a t l y  s t a t e d :  " I f  a n y b o d y ’ s
t r a n s f o r m a t i o n a l ,  S l a g l e  i s . "  W a lb o rn ,  a d m i t t i n g  t h a t  h e r  
words m ig h t be i n f lu e n c e d  by r e c e n t  a r t i c l e s  she has read  
a b o u t t r a n s f o r m a t i o n a l  l e a d e r s h ip ,  s a i d  " I  h o n e s t ly  b e l i e v e  
t h a t  b e in g  a round h im , a l l  o f  us have a h ig h e r  e x p e c t a t io n  
o f  o u r s e lv e s "  (p e r s o n a l  c o m m u n ic a t io n ,  F e b ru a ry  18, 1 9 8 8 ) .  
Boatman, in  a n s w e r in g  t h e  q u e s t io n  i f  S l a g l e  was a l e a d e r ,  
s t a t e d :
A b s o lu t e ly !  He sees  th e  f u t u r e ,  and he h e lp s  o th e r s  t o  
see i t  and g e t  e x c i t e d  a b o u t  i t .  Y e t ,  he p r o v id e s  th e  
g r a v i t y  so t h a t  p e o p le  d o n ’ t  j u s t  f l o a t  away and a l lo w s  
change t o  happen . I  r e a l l y  t h i n k  he c o u ld  be in  B enn is  
and Nanus [ a  book a b o u t  l e a d e r s h ip  p u b l is h e d  in  1 9 8 5 ] .  
When I  lo o k  a t  w h at has happened t o  NACA fro m  1 9 8 3 -  
1988 , t h a t ’ s l i v i n g ,  b r e a t h in g  p r o o f  t h a t  S te v e  S l a g l e  
i s  a l e a d e r .  (p e r s o n a l  c o m m u n ic a t io n ) .
A n o th er  s id e  o f  S l a g l e ’ s l e a d e r s h ip  q u a l i t i e s  was 
im p a rte d  by K a th le e n  A l l e n ,  p a s t  member o f  t h e  Board o f  
D i r e c t o r s  and a f r i e n d  o f  S l a g l e ’ s .  A l l e n  s t a t e d  t h a t  h is  
s t r a t e g i e s  rem inded  h e r  o f  t h e  W a l le n d a  f a c t o r  d is c u s s e d  in  
L ead ers  by B e n n is  and Nanus ( 1 9 8 5 ) .  S l a g l e  n e v e r  lo o k s  a t
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a n y th in g  as f a i l u r e s ,  b u t  j u s t  m in o r  b lu n d e r s  w hich  can and  
must be overco m e . Each m is t a k e  i s  b u t  a  s te p  to w ard  success  
th ro u g h  l e a r n i n g .  A c c o rd in g  t o  A l l e n ,  S l a g l e  was a  l e a d e r ,  
b u t  t h a t  he had grown i n t o  i t  d u r in g  h i s  y e a r s  o f  w o rk in g  a t  
NACA. S l a g l e  was "moving in  t h a t  d i r e c t i o n ,  o u t  o f  
management and i n t o  le a d e r s h ip "  (p e r s o n a l  com m u n ica tio n ,  
Ja n u a ry  2 2 ,  1 9 8 9 ) .  He i s  a l s o ,  A l l e n  c o n t in u e d ,  a good 
match f o r  a v o l u n t e e r  o r g a n i z a t i o n  w i t h  h ig h  l e v e l s  o f  
p a r t i c i p a t i o n  l i k e  NACA because  he i s  n o t  c h a r is m a t ic  and 
th u s  does n o t  c r a v e  o r  demand t h e  s p o t l i g h t .
But p e rh ap s  more u s e f u l  in  t h i s  s tu d y  o f  le a d e r s h ip  was 
a l a t e  e v e n in g  d is c u s s io n  I  had w i t h  S l a g l e .  I  began th e  
d is c u s s io n  by a s k in g  w h at made a  good l e a d e r ,  and S la g le  
i d e n t i f i e d  f i v e  i t e m s .  F i r s t ,  he b e l ie v e d  le a d e r s  must 
u n d e rs ta n d  t h a t  th e y  d o n ’ t  make a l l  o f  th e  d e c is io n s  
th e m s e lv e s .  L e a d e rs  d o n ’ t  f u n c t i o n  in d e p e n d e n t ly  b u t  work  
c lo s e l y  and c o l l a b o r a t i v e l y  w i t h  f o l l o w e r s ,  e s p e c i a l l y ,  
S l a g l e  n o te d ,  in  an o r g a n i z a t i o n  l i k e  NACA. " L e a d e rs h ip  i s  
c o n f e r r e d  by f o l l o w e r s  who a r e  in  t h e  p o s i t i o n  t o  make o r  
b re a k  t h e  l e a d e r "  ( S l a g l e ,  1 9 8 7 a ,  p .  8 . ) .  Second, l e a d e r s  
must be w i l l i n g  t o  t a k e  chances  and r i s k s  and l i v e  w i t h  th e  
consequences o f  t h e i r  a c t i o n s .  " E f f e c t i v e  le a d e r s h ip  
r e q u i r e s  some r i s k - t a k i n g  and a  w i l l i n g n e s s  t o  a c c e p t  an 
o c c a s io n a l  c h a l l e n g e  w hich  t e s t s  o u r  c o u rag e "  ( S l a g l e ,
198 5c , p . 8 ) .  C lo s e ly  t i e d  t o  t h i s  was h is  t h i r d  
c h a r a c t e r i s t i c  o f  l e a d e r s ,  an a t t i t u d e  t h a t  i t ’ s okay i f
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e v e r y t h i n g  d o e s n ’ t  w ork o r  s u cc e ed . L e ad e rs  must be b o th  
a c c e p t in g  and c o m f o r t a b le  w i t h  n o t  b e in g  p e r f e c t ,  t h a t  some 
t h in g s  u n d e r ta k e n  w i l l  f a i l .
The f o u r t h  s t a t e m e n t  fro m  S l a g l e  a b o u t  l e a d e r s  was t h e  
im p o r ta n c e  o f  e t h i c s .  L e ad e rs  must have a  sense o f  v a lu e s  
and be w i l l i n g  t o  s t i c k  w i t h  them even when c h a l l e n g e d .  
F o l lo w e r s  d o n ’ t  lo o k  t o  le a d e r s  t o  have th e  h ig h e s t  m o r a ls ,  
b u t  r a t h e r  v a lu e  c o n s is t e n c y .  L e ad e rs  must n o t  t h i n k  th e y  
a r e  p e r f e c t  o r  t r y  t o  b e ,  nor s h o u ld  th e y  make m ora l  
ju d g m e n ts  on e v e ry o n e  e l s e ’ s a c t io n s  o r  b e l i e f s .  What i s  
im p o r ta n t  i s  f o r  l e a d e r s  t o  have a good id e a  o f  t h e i r  b a s ic  
v a lu e s  and t o  th e n  n o t  go f a r  a f i e l d  f ro m  th o s e  v a l u e s .
The f i n a l  t r a i t  S l a g l e  p re s e n te d  f o r  l e a d e r s  i s  th e  
a b i l i t y  t o  g a r n e r  r e s p e c t  from  f o l l o w e r s .  T h is  r e s p e c t  
s h o u ld ,  when p o s s i b l e ,  be f o r  b o th  th e  i n d i v i d u a l  and th e  
p o s i t i o n  th e y  h a ve  in  an o r g a n i z a t i o n .  R e s p ec t c a n ’ t  be 
g a in e d  th ro u g h  t h e  use o f  f o r c e  o r  pow er, b u t  comes when one 
i s  l i k e a b l e ,  e t h i c a l ,  c o m p e te n t ,  o r  p o s s ib ly  j u s t  because  
t h e  le a d e r  i s  a good p e rso n  and f o l l o w e r s  say th e y  w an t t o  
work in  an o r g a n i z a t i o n  w i t h  t h i s  i n d i v i d u a l .
A s h i f t  in  my d is c u s s io n  w i t h  S l a g l e  o f  w h at made a 
good l e a d e r  t o  f o c u s in g  on th e  t r a i t s  o f  a  good f o l l o w e r  
b ro u g h t  a much d e e p e r  u n d e rs ta n d in g  o f  h i s ,  and I  b e l i e v e  
NACA’ s ,  c o n c e p t  o f  l e a d e r s h ip .  Good f o l l o w e r s ,  a c c o r d in g  t o  
S l a g l e ,  a r e  ones who q u e s t io n  a lo t .  o f  w h at t h e  l e a d e r  and  
t h e  o r g a n i z a t i o n  a r e  d o in g — n o t in  a c o n s t a n t l y  c r i t i c a l
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way, b u t  so t h a t  th e y  can l e a r n  and c o n t r i b u t e  b e t t e r  t o  th e  
ta s k s  a t  hand. They have t o  be f u l l  p a r t i c i p a n t s  in  th e  
p ro c es s  o f  d e c is io n -m a k in g  and som etim es t a k e  th e  
i n i t i a t i v e ,  r a t h e r  th a n  j u s t  b e in g  d rag g ed  a lo n g  and 
r e a c t in g  t o  t h e i r  s u r r o u n d in g s .  F i n a l l y ,  good f o l l o w e r s  a r e  
lo y a l  t o  th e  o r g a n i z a t i o n  and t h e  l e a d e r ,  b u t  n o t  in  a b l i n d  
way. F o l lo w e r s  must be " l o y a l  t o  th e  p o i n t  o f  b e in g  
t r u s t i n g ” w i l l i n g  t o  c a r r y  o u t  t h i n g s  th e y  d o n ’ t  t o t a l l y  
u n d e rs ta n d ,  b u t  n o t  t o  t h e  p o i n t  o f  d o in g  som eth in g  immoral  
o r  i l l e g a l  (p e r s o n a l  c o m m u n ic a t io n ) .
B u t t h e  key  t o  b e in g  a  good f o l l o w e r ,  a c c o rd in g  t o  
S l a g l e ,  i s  t o  have th e  same t r a i t s  o r  e le m e n ts  t h a t  l e a d e r s  
possessed.
[ F o l lo w e r s ]  must u n d e rs ta n d  t h a t  th e y  in  many cases  
need t o  s e r v e  as r o l e  m odels  f o r  o t h e r  f o l l o w e r s ,  t h a t  
t h e r e  o f t e n  i s  no c l e a r  c u t  d i s t i n c t i o n  between j u s t  
a f o l l o w e r  o r  j u s t  a l e a d e r .  Some p e o p le  a r e  b o th  in  
many c a s e s .  F o l lo w e r s  need t o  u n d e rs ta n d  t h a t  th e y  a re  
le a d e r s  a t  a  d i f f e r e n t  l e v e l  in  many c a s e s ,  t h a t  
t h e r e  a re  p e o p le  th e y  a r e  le a d in g  and m o d e lin g  f o r ,  
and n o t  j u s t  be happy a lw a y s  t o  f o l l o w  a lo n g ,  f o l l o w  
d i r e c t i o n ,  and n o t  t a k e  th e  i n i t i a t i v e .  (p e r s o n a l  
co m m u n ica t io n , November 6 ,  198 8 )
S la g le  has s t r e s s e d  t o  h is  s t a f f  t h e  im p o r ta n c e  o f  u r g in g  
s u b o r d in a te s  in  t h e  N a t io n a l  O f f i c e ,  even th o s e  on th e  
lo w e s t  l e v e l  in  a d e p a r tm e n t ,  t o  " ta k e  t h e  i n i t i a t i v e  and be
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c u r io u s  enough t o  w an t t o  s u g g e s t  a new way o f  d o in g  
som eth ing  and n o t  j u s t  be r e a c t i v e . "  D o r is  G ant r e c o l l e c t e d  
how S la g le  l e t  th e  s t a f f  members do t h e i r  jo b  in  t h e i r  own 
w ay, and P re s to n  M c L a u r in ,  NACA d i r e c t o r  o f  p u b l i c a t i o n s  and  
e d i t o r  o f  P rogram m ing . s t a t e d  t h a t  "we have th e  fre e d o m  t o  
be c r e a t i v e . "  M c L a u r in  c o n t in u e d :
I  would say  t h a t ’ s t h e  h ig h e s t  c o m p lim e n t I  c o u ld  pay  
t o  a s u p e r v is o r  o r  b o ss , [ t h a t  he i s ]  someone w h o 'w i l l  
have enough t r u s t  and h ave  enough r e s p e c t  f o r  me t o  l e t  
me t r y  t o  do t h in g s  and t o  l i v e  w i t h  th e  m is t a k e s ,  and 
t o  l e t  us l e a r n  fro m  them  t o g e t h e r  and n o t  make me f e e l  
l i k e  I ’ m g o in g  t o  have t o  go o u t  t o  him and ask  him how 
t o  do s o m e th in g .  I  f e e l  l i k e  t h a t ’ s what S la g le  
e x p e c ts  fro m  me, so t h e r e f o r e  t h a t ’ s w hat I  t r y  t o  g iv e  
him b a ck , a r e t u r n  on t h a t  in v e s t m e n t . "  (p e rs o n a l  
co m m u n ica tio n , F e b ru a ry  2 1 ,  1 988 )
T h is  s u p p o r t  o f  s t a f f  has le d  t o  many s t o r i e s  o f  s t a f f  
members b lossom ing  and moving ahead p r o f e s s i o n a l l y  w i t h i n  
NACA o r  t a k in g  t h e i r  s k i l l s  i n t o  o t h e r  o r g a n i z a t io n s .
S la g le  conveyed h is  b e l i e f  t h a t  t h e  d i s t i n c t i o n  betw een  
l e a d e r s  and f o l l o w e r s  i s  n o t  c l e a r  c u t  b u t  g r a y ,  e s p e c i a l l y  
in  th e  h ig h e r  l e v e l s  o f  a u t h o r i t y  in  an o r g a n i z a t io n .  W ith  
h is  arms r o l l i n g  o v e r  each o t h e r  t o  f u r t h e r  i l l u s t r a t e  h is  
i d e a ,  S la g le  s t a t e d  t h a t :
Top le a d e r s  need t o  be f o l l o w e r s  t o o .  L e a d e rs h ip  
r o l l s  a ro u n d . L e ad e rs  such as m y s e l f  f o l l o w  o t h e r
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l e a d e r s  now and t h e n ,  and t h e  l e a d e r  g e ts  th ro w n  i n t o  
t h e  m ix  as a  f o l l o w e r  as  w e l l .  And we have t o  be 
f l e x i b l e  enough t o  r e c o g n iz e  t h a t  we go i n  and o u t  
o f  th e s e  r o l e s .  Because t h e r e  a r e  l o t s  o f  i n d i v i d u a l s  
in  t h e  o r g a n i z a t i o n  I  r e s p e c t  as  l e a d e r s ,  and I  
r e c o g n iz e  t h a t  we go back and f o r t h  between th o s e  
r o l e s ,  (p e r s o n a l  c o m m u n ic a t io n )
He d is c u s s e d  a  s i m i l a r  id e a  in  one o f  h i s  f i r s t  e d i t o r i a l s  
a f t e r  becoming E x e c u t iv e  D i r e c t o r  i n  1 98 3 .
[A s ]  an a s s o c i a t i o n  m anager s u rro u n d e d  by v o lu n t e e r s  
who a c t i v e l y  le a d  r a t h e r  th a n  j u s t  f o l l o w  [ I ]  must 
u n d e rs ta n d  and a p p r e c i a t e  t h e  n a t u r e  o f  c o o p e r a t iv e  
l e a d e r s h ip .  L e a d e r s h ip  in  NACA does n o t  come fro m  a 
s i n g l e  s o u r c e ,  b u t  i s  th e  r e s u l t  o f  s h a r in g  
a c c o u n t a b i l i t y  and t h e r e f o r e  t h e  su ccesses  and 
f a i l u r e s .  ( S l a g l e ,  1 3 8 3 a , p .  8 )
A d d i t i o n a l l y ,  S l a g l e  has p re s e n te d  e d i t o r i a l s  w h ich  d e s c r ib e  
th e  v a lu e  o f  v o lu n t e e r is m  t o  bo th  t h e  A s s o c ia t io n  and t o  
i n d i v i d u a l  v o lu n t e e r s  as w e l l  as th e  way in  which  NACA 
f u n c t io n s  w i t h  s h a re d  l e a d e r s h ip  as  a  t r u e  “p a r t i c i p a t o r y  
d e m o cra c y ."  ( S l a g l e ,  1 98 3 a ;  1986; 1989b )
I  b e l i e v e  t h i s  c o n c e p t  o f  s h a re d  le a d e r s h ip ,  o f  le a d e r s  
and f o l l o w e r s  e x c h a n g in g  r o l e s  on a  r e g u l a r  b a s is ,  and o f  
th e  o r g a n i z a t i o n  as a  t r u e  p a r t i c i p a t o r y  democracy has been  
i n s t i l l e d  w i t h i n  NACA by s e n i o r  l e v e l  v o lu n t e e r s  s in c e  i t s  
i n c e p t io n .  The t r a d i t i o n a l  r o l e  o f  th e  E x e c u t iv e  D i r e c t o r
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w o rk in g  in  t h e  background s p eaks  t o  t h i s  c o n d i t i o n ,  as does  
t h e  p a s t  and c o n t in u in g  in d e p e n d e n t  o p e r a t io n ,  and o v e r a l l  
s u c c e s s ,  o f  t h e  r e g io n a l  o r g a n i z a t i o n s .  I n  t h e  m e e t in g s  o f  
t h e  Board o f  D i r e c t o r s ,  i t  has been o b v io u s  t h a t  many 
d i f f e r e n t  Board members have le d  t h e  A s s o c ia t io n  t o  ta k e  
a c t io n  on im p o r t a n t  is s u e s  f a c i n g  NACA. The r e o r g a n i z a t i o n  
o f  t h e  Board and c o m m it te e  s t r u c t u r e ,  t h e  d e v e lo p m e n t o f  th e  
s u b s i d i a r y ,  t h e  enhanced c o o p e r a t io n  between r e g io n s ,  t h e  
movement to w a rd  a  more e d u c a t i o n a l l y  o r i e n t e d  p r o f e s s io n a l  
o r g a n i z a t i o n ,  and t h e  changes in  t h e  s ta n d a r d s  o f  e t h i c s  and 
b e h a v io r  among v o l u n t e e r s  have a l l  been cham pioned by many 
l e a d e r s  th ro u g h  s u c c e s s iv e  changes in  m embership o f  t h e  
Board o f  D i r e c t o r s .
The r o o ts  f o r  t h i s  c u l t u r a l  i m p e r a t i v e  a r e  m u l t i p l e .  
W h ile  th e y  can be t r a c e d  back th ro u g h  t h e  h i s t o r y  o f  th e  
A s s o c ia t io n ,  th e y  have t h e i r  o r i g i n  in  and c o n t in u e  t o  be 
n u r t u r e d  by th e  s t u d e n t  d e v e lo p m e n t t h e o r y  w h ich  s e rv e s  as  
th e  b a s is  f o r  t h e  way th e  v o l u n t e e r s  c a r r y  o u t  t h e i r  
r e s p o n s i b i l i t i e s  as  s t u d e n t  a c t i v i t i e s  p r o f e s s i o n a l s  on 
t h e i r  c o l le g e  cam puses. S tu d e n t  d e ve lo p m e n t t h e o r y  speaks  
t o  a s s i s t i n g  in  t h e  d e v e lo p m e n ta l  needs o f  th e  s t u d e n t s  who 
make up c o l le g e  s t u d e n t  g o v ern m e n ts , s e rv e  on program m ing  
b o a rd s ,  and a t t a i n  p o s i t i o n s  o f  a u t h o r i t y  in ^ s t u d e n t  u n io n s ,  
campus a c t i v i t y  o f f i c e s ,  c lu b s ,  and o r g a n i z a t i o n s .  On 
campus, a c t i v i t i e s  c o o r d in a t o r s  a r e  commonly r e s p o n s ib le  f o r  
t h e  l e a d e r s h ip  t r a i n i n g  and t h e  p e rs o n a l  and group
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management s k i l l s  d e ve lo p m e n t o f  t h e i r  s t u d e n t  c o n s t i t u e n t s .  
When t h e y  became a c t i v e  in  NACA, t h i s  fo c u s  on empowerment 
f ro m  t h e i r  jo b s  on t h e  c o l l e g e  campuses i s  t r a n s f e r r e d  t o  
th e  NACA, and as  a  r e s u l t  empowerment has been woven i n t o  
t h e  f a b r i c  o f  t h e  s h a re d  u n d e rs ta n d in g  o f  NACA.
I  b e l i e v e  t h i s  i s  one o f  th e  reaso n s  t h e  Board o f  
D i r e c t o r s  a l t e r e d  t h e  c o m p o s it io n  o f  t h e  new E x e c u t iv e  
C om m ittee  t o  in c lu d e  a  s t u d e n t  r e p r e s e n t a t i v e  a g a i n s t  t h e  
a d v ic e  o f  t h e i r  management c o n s u l t a n t  and E x e c u t iv e  
D i r e c t o r .  The c o n s u l t a n t  had a rg u ed  a lo n g  econom ic and  
p r a c t i c a l  l i n e s  f o r  t h e  e l i m i n a t i o n  o f  th e  s t u d e n t  
r e p r e s e n t a t i v e  f ro m  t h e  E x e c u t iv e  C o m m ittee , w h i l e  t h e  Board  
members made t h e i r  d e c is io n  a lo n g  h i s t o r i c  and p h i lo s o p h ic a l  
l i n e s  f o r  t h e  c o n t in u e d  p re s e n c e  o f  a  s tu d e n t  on a  c r i t i c a l  
and p o w e r fu l  c o m m it te e  o f  th e  o r g a n i z a t i o n .  O pponents t o  
s t u d e n t  r e p r e s e n t a t i o n  may have been c o r r e c t  when th e y  
a rg u ed  t h a t  t h e  e d u c a t io n a l  e x p e r ie n c e  a s t u d e n t  r e c e iv e s  by 
s e r v in g  as a member o f  th e  B o ard , an e d u c a t io n a l  c o u n c i l ,  o r  
r e g io n a l  s t e e r i n g  c o m m it te e  i s  e q u a l  t o  t h e  e x p e r ie n c e  as a 
member o f  t h e  E x e c u t iv e  C o m m ittee . B u t f o r  s tu d e n ts  and 
many Board members, a s t u d e n t  s e r v in g  as a v o t in g  member on 
t h e  h ig h e s t  c o m m it te e  in  th e  A s s o c ia t io n  i s  an im p o r t a n t  
symbol f o r  t h e  com m itm ent NACA has f o r  th e  d e ve lo p m e n t and  
in v o lv e m e n t  o f  s t u d e n t s .
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CHAPTER V I  
CONCLUSION AND DISCUSSION
The p u rp o s e  o f  t h i s  s tu d y  i s  t o  i n v e s t i g a t e  
l e a d e r s h ip .  I t s  fo c u s  i s  on a n o t - f o r - p r o f i t  n a t i o n a l  
v o l u n t e e r  A s s o c i a t i o n ,  t h e  N a t io n a l  A s s o c ia t io n  f o r  Campus 
A c t i v i t i e s ,  w here  I  b e l ie v e d  t r a n s f o r m a t i o n a l  l e a d e r s h ip  
had been p r e s e n t .  The c e n t r a l  c h a r a c t e r  i n  t h i s  s tu d y  i s  
th e  e x e c u t i v e  d i r e c t o r  o f  NACA, S tephen  S l a g l e ,  who has  
been one o f  t h e  key p a r t i c i p a n t s  and c o n t r i b u t o r s  i n  th e  
l e a d e r s h ip  r e l a t i o n s h i p s  p r e s e n t  in  t h e  o r g a n i z a t i o n  
d u r in g  t h e  p a s t  seven  y e a r s .  S l a g l e  was s e le c t e d  f o r  t h i s  
s tu d y  because  he does n o t  s e r v e  as a  CEO in  th e  
o r g a n i z a t i o n  and because he i s  n o t  by n a t u r e  c h a r i s m a t ic ,  
w hich  d i s t i n g u i s h e s  him fro m  th e  c e n t r a l  c h a r a c t e r  o f  most 
o t h e r  q u a l i t a t i v e  s t u d ie s  o f  t r a n s f o r m a t i o n a l  le a d e r s  and 
l e a d e r s h ip .
T h is  f i n a l  c h a p t e r  re v ie w s  t h e  f i n d i n g s  g e n e r a te d  
th ro u g h  t h i s  r e s e a r c h  s tu d y .  A ls o  in c lu d e d  a r e  a 
d is c u s s io n  o f  t h e  s t r e n g t h s  and w eaknesses o f  th e  s tu d y  
and s u g g e s t io n s  f o r  f u t u r e  avenues o f  r e s e a r c h .
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R esearch  Q u e s t io n s
T h is  p r o j e c t  began w i t h  f i v e  r e s e a r c h  q u e s t io n s  w hich  
g u id e d  t h e  p ro c e s s  o f  i n q u i r y .  These w i l l  now be 
a d d re s s e d  and d is c u s s e d .
How does t h e  t r a n s f o r m in g  l e a d e r s h ip  r e l a t i o n s h i p  
m a n i f e s t  i t s e l f  w i t h i n  an e x t r e m e ly  lo o s e ly  c o u p le d  
o r g a n i z a t io n ?  NACA had p ro s p e re d  and grown as  a lo o s e ly  
c o n fe d e r a te d  s e r i e s  o f  re g io n s  f u n c t i o n i n g  u n d e r  an 
u m b r e l la  n a t i o n a l  o r g a n i z a t io n  w h ich  p r o v id e d  l e g i t im a c y  
th ro u g h  a n a t i o n a l  c o n v e n t io n  and p u b l i c a t i o n s  and w hich  
p e r fo rm e d  c e r t a i n  n e c e s s a ry  l e g a l  and f i n a n c i a l  t a s k s .
T h is  lo o s e  c o u p l in g  had a l lo w e d  r e g io n s  w i t h  d i v e r s e  
p r i o r i t i e s  and needs w i t h i n  th e  s t u d e n t  a c t i v i t i e s  f i e l d  
t o  c o o p e ra te  and c o - e x i s t .  For e xa m p le ,  f o r  many y e a rs  
th e  New E ng land  r e g io n  p la c e d  g r e a t e s t  em phasis  on th e  
e d u c a t io n a l  component o f  i t s  c o n fe r e n c e ,  th e  n e a rb y  E as t  
C o a s t r e g io n  em phasized  th e  t r a d e  show a c t i v i t i e s  o f  th e  
show cas ing  and t h e  e x h i b i t i n g  o f  t a l e n t ,  w h i l e  t h e  
W is co n s in  r e g io n  em phas ized  s m a l l  c o n fe re n c e s  w here  th e  
i n t e r a c t i o n  o f  s t u d e n t  d e le g a t e s  was f o s t e r e d  and 
e n c o u ra g e d .
The le a d e r s h ip  r e l a t i o n s h i p  has been c u l t i v a t e d  in  
NACA by th e  c o n s t a n t  movement o f  b o th  id e a s  and  
i n d i v i d u a l s  among th e  d i f f e r e n t  l a y e r s  o f  t h e  
o r g a n i z a t i o n .  S l a g l e ,  P a r k e r ,  S t e r n ,  and P r u i t t  spoke o f
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th e  A s s o c i a t i o n ’ s need f o r  a t im e -c o n s u m in g  r e v ie w  by a l l  
c o n s t i t u e n t s  o f  e v e r y  program  p r o p o s a l ,  b u t  t h i s  openness  
f o r  i n p u t  has c o n t r i b u t e d  t o  an a l ig n m e n t  w i t h i n  th e  
o r g a n i z a t io n  and has acknow ledged  t h e  v a lu e  o f  th e  
c o n t r i b u t i o n s  o f  v o l u n t e e r s  in  t h e  lo w e r  l e v e l s  o f  th e  
o r g a n i z a t io n  t o  d e c is io n s  made a t  th e  n a t i o n a l  l e v e l .  I n  a  
s i m i l a r  m anner, th e  Board  i s  p r e s e n t l y  composed a lm o s t  
e n t i r e l y  o f  i n d i v i d u a l s  who have e a r l i e r  s e r v e d  as  
v o lu n t e e r s  in  r e g io n a l  o r g a n i z a t i o n s .  Board members a re  
e x p e c te d  t o  c o n t in u e  s u p p o r t in g  t h e i r  r e s p e c t i v e  re g io n s  
th ro u g h  p r e s e n t in g  e d u c a t io n a l  s e s s io n s  a t  r e g io n a l  
c o n fe r e n c e s ,  a s s i s t i n g  as v o lu n t e e r s  w i t h  r e g io n a l  
program s, o r  som etim es  ever, s e r v in g  as  members o f  r e g io n a l  
c o n fe re n c e  o r  s t e e r i n g  c o m m it te e s .
Thus , w h a t w orks  on t h e  r e g io n a l  l e v e l  i s  o f t e n  
in t r o d u c e d  a t  t h e  n a t i o n a l  l e v e l  a f t e r  v o l u n t e e r s  p ro g re s s  
i n t o  p o s i t i o n s  o f  g r e a t e r  a u t h o r i t y  in  t h e  o r g a n i z a t i o n .  
L ik e w is e ,  i n n o v a t iv e  program s a r e  o f t e n  in t r o d u c e d  t o  
r e g io n s  by p r e s e n t  o r  p a s t  n a t i o n a l  v o l u n t e e r s  who 
c o n t in u e  t o  c o n t r i b u t e  a t  t h e  r e g io n a l  l e v e l .  The m utual  
purposes  and s h a p in g  among members in  t h e  le a d e r s h ip  
r e l a t i o n s h i p  in  NACA a r e  f o s t e r e d  by t h e  re m a r k a b le  fo c u s  
on p ro c e s s  as w e l l  as p r o d u c t  in  th e  o p e r a t io n  o f  th e  
o r g a n i z a t i o n .  A l l  o f  th e s e  r e f l e c t  th e  v a lu e s  o f  
v o lu n t e e r is m  and c o c u r r i c u l a r  e d u c a t io n  i n h e r e n t  in  th e  
m is s io n  o f  t h e  A s s o c ia t io n .
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W h i le  change may be s lo w  and u n w ie ld y  a t  t h e  n a t io n a l  
l e v e l  o f  t h e  o r g a n i z a t i o n ,  r e g io n s  have been a b le  t o  
i n s t i t u t e  new s t r a t e g i e s  and s h i f t  d i r e c t i o n  r a p i d l y .  An 
exam ple  o f  a r a p id  s h i f t  o c c u r re d  in  1987 in  th e  
S o u t h c e n t r a l  r e g io n  o f  t h e  A s s o c i a t i o n .  T h is  r e g io n  
became a w a re  t h a t  an in v e s tm e n t  f i r m  in  Texas  w hich  h e ld  
a l l  o f  t h e  r e g i o n ’ s r e s e r v e  fu n d s  had become in s o lv e n t  and 
was e x p e c te d  t o  pay o f f  o n ly  a fe w  c e n ts  on th e  d o l l a r  
a f t e r  l e n g t h y  b a n k ru p tc y  p r o c e e d in g s .  The r e g io n  had been 
a b le  t o  b u i l d  up a  r e s e r v e  fu n d  o f  o v e r  $ 2 0 ,0 0 0  d u r in g  th e  
p r e v io u s  s i x  y e a r s  w hich  p e r m i t t e d  th e  r e g io n  t o  fu n d  a 
d iv e r s e  p ro g ram  o f  s e r v i c e s  t o  member c o l l e g e s  w i t h o u t  
f e a r  o f  cash  f l o w  prob lem s o r  a c o m p le te  r e l i a b i l i t y  on 
r e g i s t r a t i o n  f e e s  t o  c o v e r  th e  exp en ses  f o r  each e v e n t .  
Faced w i t h  t h e  emergency lo s s  o f  a l l  r e s e r v e  fu n d s ,  th e  
r e g io n a l  o f f i c e r s  m o b i l i z e d  t h e i r  r e s o u rc e s  and e n e r g ie s .  
W it h in  le s s  th a n  one y e a r ,  th e  r e g io n a l  o f f i c e r s  were a b le  
t o  a l t e r  t h e i r  p la n s  f o r  th e  a n n u a l s e r v i c e s  p r o v id e d  t o  
member c o l l e g e s  and g e n e r a te  a  p r o f i t  w h ich  a lm o s t  t o t a l l y  
r e p la c e d  t h e  fu n d s  l o s t  in  th e  c o l l a p s e  o f  t h e  in v e s tm e n t  
f i r m .  T h is  was a cc o m p lish e d  w h i l e  c o n t in u in g  t o  sponsor  
t h e  c o n fe r e n c e s ,  w orkshops, and p u b l i c a t i o n s  t h e  member 
c o l l e g e s  o f  t h e  r e g io n  had come t o  e x p e c t  each  y e a r .
T h is  c o o p e r a t i v e  exchange o f  in f o r m a t io n  and 
r e s o u rc e s  be tw een  re g io n s  and fro m  t h e  r e g io n s  t o  th e  
n a t i o n a l  o r g a n i z a t i o n  has n o t  a lw a y s  c h a r a c t e r i z e d  th e
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A s s o c i a t i o n .  Ten y e a rs  ago th e s e  r e l a t i o n s h i p s  w ere  
marked by m i s t r u s t  and l i t t l e  c o o p e r a t io n .  I n  th e  l a t e  
197 0 s ,  t h e  N a t io n a l  O f f i c e  was c o l l e c t i v e l y  v iew ed  by th e  
r e g io n s  as  t h e  s o u rc e  o f  unwanted r u l e s ,  r e g u l a t i o n s ,  and 
d i r e c t i o n .  W h i le  t h e  E x e c u t iv e  D i r e c t o r  a t  t h a t  t im e  d id  
c o n t r i b u t e  im p o r ta n t  management and e x p e r t i s e  t o  th e  
o r g a n i z a t i o n ,  N a t io n a l  O f f i c e  s t a f f  members sought t o  
a t t a c h  t h e i r  s ig n a t u r e s  t o  p a r t i c u l a r  d e c is io n s  and 
p ro g ra m s . S t a f f  members re a c te d  w i t h  a n g e r  a t  r e g io n a l  
o f f i c e r s  who d id  n o t  o f f e r  them p r o p e r  d e fe r e n c e  o r  
r e s p e c t ,  w h ich  once le d  t o  a s h o u t in g  and s h o v in g  match in  
th e  h a l lw a y  o f  a h o t e l  in  New England  betw een  th e  
E x e c u t iv e  D i r e c t o r  and a  r e g io n a l  c o o r d i n a t o r .  E t h ic a l  
b e h a v io r  was demanded j u s t  when r e g io n a l  o f f i c e r s  w ere  
q u e s t io n in g  t h e  m o t iv e s  o f  N a t io n a l  O f f i c e  s t a f f  members.
A r e a l  s h i f t  began t o  be v i s i b l e  when Fahey began h is  
two te rm s  as V ic e  C h a i r  f o r  R eg ions  in  1 9 8 1 .  A t  f i r s t ,  
F a h e y ’ s r o l e  was p u t t in g  o u t  f i r e s  as t h e y  e ru p te d  o v e r  
is s u e s  o f  r e g io n a l  s o v e r e ig n t y  and a la c k  o f  c o o p e ra t io n  
fro m  r e g io n s  w i t h  d i r e c t i v e s  fro m  t h e  n a t i o n a l  
o r g a n i z a t i o n .  S lo w ly ,  he began t o  have a  p o s i t i v e  im p a c t .  
An exa m p le  o f  a s h i f t  in  a t t i t u d e s  was t h e  deve lo p m en t o f  
th e  f i r s t  m id d le  management workshop f o r  r e g io n a l  
v o l u n t e e r s .  V o lu n te e r s  fro m  th e  r e g io n s  w ere  i n v i t e d  t o  
a r r i v e  tw o  days b e fo r e  th e  F e b ru a ry  n a t i o n a l  c o n v e n t io n  t o  
a t t e n d  t r a i n i n g  s e s s io n s  fo c u s ed  on t h e  r e s p o n s i b i l i t i e s
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o f  each  v o l u n t e e r  p o s i t i o n ,  such as t r e a s u r e r ,  membership  
c o o r d i n a t o r ,  o r  c o n fe re n c e  c o o r d i n a t o r .  T h is  m e e t in g  
began a p ro c e s s  o f  f o r m a l ,  o r g a n iz e d  s h a r in g  o f  
in f o r m a t io n  between r e g io n a l  o f f i c e r s  and gave n a t i o n a l  
v o lu n t e e r s  and s t a f f  members t h e  o p p o r t u n i t y  t o  pass on 
t h e  s k i l l s  and u n d e r s ta n d in g s  im p o r ta n t  t o  NACA and t o  
r e g io n a l  v o l u n t e e r s .  Fahey a ls o  i n i t i a t e d  t h e  r e g io n a l  
sm o rg asb o rd , a s o c ia l  e v e n t  h e ld  d u r in g  t h e  f i r s t  n i g h t  o f  
m id d le  management t r a i n i n g ,  w here  t h e  v o lu n t e e r s  o f  each  
r e g io n  b ro u g h t  fo o d  and b e v e ra g e s  r e p r e s e n t a t i v e  o f  t h e i r  
g e o g ra p h ic  a r e a  t o  s h a re  them w i t h  a l l  o t h e r  r e g io n a l  
v o l u n t e e r s .  T h is  r e g io n a l  c u l i n a r y  t r e a t  h e lp e d  t o  k ic k  
o f f  t h e  t r a i n i n g  program s on a  fu n  and c o o p e r a t iv e  n o te .
S u c c e s s iv e  v ic e  c h a i r s  o f  t h e  Board o f  D i r e c t o r s  
c o n t in u e d  t o  f o s t e r  c o o p e r a t io n  among r e g io n s .  The  
re g io n s  l a t e r  began t o  c o n t r i b u t e  t o  th e  c o s t  o f  m id d le  
management t r a i n i n g ,  and th e y  have now c r e a t e d  and funded  
a c o l l e c t i v e  r e g io n a l  r e s e r v e  fu n d  a d m in is te r e d  a t  th e  
N a t io n a l  O f f i c e ,  w i t h  an n u a l c o n t r i b u t i o n s  based on each  
r e g i o n ’ s g ro s s  re v e n u e s .  O th e r  i n d i v i d u a l s  have a ls o  
p la y e d  key r o l e s  in  t h i s  c h an g e . Boatman, a  re s p e c te d  
r e g io n a l  c o o r d in a t o r  b e f o r e  m oving on t o  th e  Board o f  
D i r e c t o r s ,  s t r o v e  t o  p u l l  t o g e t h e r  a l l  th e  A s s o c i a t i o n ’ s 
v o lu n t e e r s  when s e r v in g  as C h a i r .  Boatman i n i t i a t e d  a 
lo n g  ran g e  p la n n in g  p ro c e s s  f o r  t h e  o r g a n i z a t io n  d u r in g  
th e  summer, 1983 l e a d e r s h ip  m e e t in g .  R e g io n a l ,  n a t i o n a l ,
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and a s s o c ia t e  v o l u n t e e r s  a t  t h i s  m e e t in g  p a r t i c i p a t e d  in  
fo c u s  g roups w h ich  c o n t r i b u t e d  t o  t h e  f i r s t  p la n  f o r  th e  
g ro w th  o f  th e  o r g a n i z a t i o n .
B u t t h e  key  t o  t h i s  s h i f t  was S l a g l e .  H is  im p a c t  on 
t h e  N a t io n a l  O f f i c e  was t o  d e v e lo p  an a t t i t u d e  o f  s e r v i c e  
among o f f i c e  s t a f f  members t o  v o l u n t e e r s .  R e s p e c t  f o r  h is  
i n t e g r i t y  and l e v e l  o f  com petence s p re a d  th r o u g h o u t  th e  
N a t io n a l  O f f i c e  and was r e c o g n iz e d  by b o th  n a t i o n a l  and 
r e g io n a l  v o l u n t e e r s .  He s o u g h t t o  d e v e lo p  a N a t io n a l  
O f f i c e  t h a t  p r o v id e d  s e r v i c e s  and s k i l l e d  s t a f f  members 
who th e  r e g io n s  would seek  o u t  f o r  a s s i s t a n c e .  He d id  n o t  
c r a v e  th e  s p o t l i g h t ,  b u t  was s k i l l e d  in  p r o v id in g  
v o l u n t e e r s  w i t h  t h e  p r o p e r  in f o r m a t io n  and g u id a n ce  t o  
make t h e  r i g h t  d e c is io n s  and t o  p e r fo rm  w e l l .  Much as a 
s t u d e n t  a c t i v i t y  d i r e c t o r  a t  a  c o l l e g e  a d v is e s  and 
empowers s t u d e n t  v o l u n t e e r s  on c o m m it te e s  on c o l le g e  
campuses, S l a g l e  empowered and a d v is e d  t h e  e n t i r e  
v o lu n t e e r  s t r u c t u r e  o f  NACA. The s t a f f  members in  th e  
N a t io n a l  O f f i c e  worked t o  have v o l u n t e e r s  v ie w  th e  o f f i c e  
as bo th  a re s o u rc e  c e n t e r  and a s o u rc e  o f  empowerment t o  
v o lu n t e e r s  th ro u g h o u t  t h e  o r g a n i z a t i o n .
How i s  a t r a n s f o r m a t i o n a l  l e a d e r s h ip  r e l a t i o n s h i p  
d e v e lo p e d  in  a l o o s e ly  c o u p le d  o r g a n i z a t io n ?  A t  NACA, 
l e a d e r s h ip  by a t a k e  c h a rg e  e x e c u t i v e  d i r e c t o r  was 
r e j e c t e d  and in  many ways ig n o re d  by t h e  i n f l u e n t i a l  
r e g io n a l  v o l u n t e e r s .  I n s t e a d ,  i t  has d e v e lo p e d  th ro u g h
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
171
th e  p e r s i s t e n t  a c t io n s  o f  a  s e r i e s  o f  l e a d e r s  who have  
been a b le  t o  d e v e lo p  a l e v e l  o f  t r u s t  w i t h  f o l l o w e r s .
These le a d e r s  have been a b le  t o  make f o l l o w e r s  u n d e rs ta n d  
t h a t  th e y  s h a r e  and u n d e rs ta n d  th e  m utual p u rp o s e s  o f  
v o lu n t e e r s  th r o u g h o u t  t h e  o r g a n i z a t i o n .  T h e re  i s  now a 
s h a re d  b e l i e f  in  t h e  v a lu e  o f  c o c u r r i c u l a r  e d u c a t io n ,  t h e  
v a lu e  in h e r e n t  in  t h e  v o l u n t e e r  e x p e r ie n c e ,  and i n  t h e  way 
t h a t  NACA can c o n t r i b u t e  t o  a b e t t e r  f u t u r e  by p ro m o tin g
th e s e  i d e a l s .  I t  has t a k e n  t im e  f o r  in f l u e n c e  t o  seep
th r o u g h o u t  a  l o o s e ly  c o u p le d  o r g a n i z a t i o n ,  b u t  a  
t r a n s f o r m a t i o n a l  r e l a t i o n s h i p  has been e s t a b l i s h e d  in  
NACA.
In  w hat manner does t r a n s f o r m in g  l e a d e r s h ip  a r i s e  and  
e x i s t  when i n i t i a t e d  by a  le a d e r  who does n o t  s e r v e  as th e  
CEO o f  an o r g a n i z a t io n ?  W h i le  S la g le  does n o t  s e r v e  as 
CEO o f  NACA, he does occupy  an im p o r ta n t  p o s i t i o n  o f  
i n f l u e n c e  and power b e cau se  o f  h is  t im e  com m itm ent and
acc e s s  t o  i n f o r m a t i o n  a b o u t  th e  o r g a n i z a t i o n .  P erh ap s  to o
much can be made o f  s t r i v i n g  t o  s tu d y  i n d i v i d u a l s  who do 
n o t  s e r v e  as  CEOs in  o r g a n i z a t i o n s ,  f o r  as  B lo c k  ( 1 9 8 7 )  
d e s c r ib e d ,  even  p e o p le  a t  t h e  to p  a r e  a ls o  in  t h e  m id d le  
because change fro m  t h e  to p  down happens a t  t h e  w i l l  o f  
th o s e  be low  ( p .  6 3 ) .
B ut in  t h e  c o n t e x t  o f  NACA, th e  members o f  t h e  Board  
o f  D i r e c t o r s  run  th e  o r g a n i z a t i o n ,  o f t e n  down t o  d e b a t in g
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and c o n s id e r in g  t h e  s m a l l e s t  d e t a i l s .  Members o f  t h e  
Board a r e  a ls o  m ost v i s i b l e  t o  t h e  v o l u n t e e r s  and  
d e le g a t e s  f ro m  member c o l le g e s  and u n i v e r s i t i e s  a t  
A s s o c ia t io n  e v e n t s .  When S l a g l e  and a member o f  t h e  
E x e c u t iv e  C o m m ittee  a t t e n d  a r e g io n a l  c o n fe r e n c e  as  
s p e c ia l  g u e s t s ,  i t  i s  th e  Board member who i s  most 
v i s i b l e ,  who i s  s o u g h t o u t  t o  speak  a t  t h e  o p e n in g  banquet  
t o  t h e  d e l e g a t e s ,  and who i s  p re s e n te d  as t h e  p r im a r y  
r e p r e s e n t a t i v e  o f  th e  n a t i o n a l  o r g a n i z a t i o n .  S l a g l e  w i l l  
be re c o g n iz e d  and v o lu n t e e r s  w i l l  seek o u t  h i s  c o u n s e l ,  
b u t  i t  i s  t h e  v o l u n t e e r  Board member who i s  most o f t e n  
i d e n t i f i e d  t o  s p ea k  f o r  t h e  A s s o c i a t i o n .  T h is  fo c u s  on 
th e  Board o f  D i r e c t o r s  t o  t r u l y  d i r e c t  th e  A s s o c ia t io n  i s  
b o th  r e c o g n iz e d  and s u p p o r te d  by S l a g l e  and th e  s t a f f  
members in  th e  N a t io n a l  O f f i c e .
H is  a b i l i t y  t o  i n i t i a t e  and s u p p o r t  th e  t r a n s f o r m in g  
l e a d e r s h ip  r e l a t i o n s h i p ,  t h e r e f o r e ,  comes n o t  fro m  an 
a u t h o r i t y  p o s i t i o n  as head o f  t h e  o r g a n i z a t i o n  o r  because  
he i s  th e  m ost v i s i b l e  o r  c h a r i s m a t ic  p e rso n  in  a key  
p o s i t i o n  o f  a u t h o r i t y ,  b u t  th ro u g h  a  long  te rm  in f l u e n c e  
r e l a t i o n s h i p  he has had w i t h  th e  v o l u n t e e r s .  The r e s p e c t  
he has g a r n e r e d  fro m  h is  w is e  use o f  in f o r m a t io n  and th e  
i n t e g r i t y  he exudes  fro m  b o th  h i s  words and a c t io n s  has 
p o s i t io n e d  him t o  in f l u e n c e  th o s e  above and be low  him in  
t h e  o r g a n i z a t i o n .  S la g le  e x e m p l i f i e s  th e  l e a d e r ’ s r o l e  o f  
p u l l i n g  r a t h e r  th a n  p u sh ing  f o l l o w e r s  to w a rd  a v i s i o n  o f
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an im p ro ved  f u t u r e  d e s c r ib e d  by B e n n is  and Nanus (1 9 8 5 )  in  
t h e  book L e a d e r s . R a th e r  th a n  h a v in g  a t  h is  d is p o s a l  th e  
a u t h o r i t a t i v e  power o f  a CEO p a r a l l e l  th e  in f l u e n c e  
r e l a t i o n s h i p s  w i t h  f o l l o w e r s  e v i d e n t  in  so many o t h e r  
s t u d i e s ,  S l a g l e  a t t r a c t s  f o l l o w e r s  th ro u g h  h i s  p e rs o n a l  
i n t e g r i t y  and h is  s u p p o r t  f o r  t h e  i n t e g r i t y  o f  NACA.
S l a g l e  la c k s  b o th  t h e  a b i l i t y  and th e  t h r e a t  t o  rew ard  o r  
p u n is h  th o s e  in  th e  o r g a n i z a t i o n  who r e j e c t  h is  v i s i o n ,  
and th u s  he in f lu e n c e s  f o l l o w e r s  by d e v e lo p in g  a 
r e l a t i o n s h i p  based on t r u s t .  T h is  r e l a t i o n s h i p  i s  dynam ic  
b ecau se  S l a g l e  r e c o g n iz e s  and en co u ra g e s  th e  movement o f  
b o th  h i m s e l f  and o t h e r s  i n t o  r o l e s  o f  l e a d e r  and f o l l o w e r  
and because  he s u p p o r ts  t h e  im p o r t a n t  r o l e  b o th  le a d e r s  
and f o l l o w e r s  p la y  in  t h e  A s s o c ia t io n .
S l a g l e  s u p p o r ts  th e  v a lu e  o f  e x p e r i e n t i a l  e d u c a t io n  
f o r  v o l u n t e e r s — a v a lu e  t h a t  i s  a t  th e  c o re  o f  NACA— and 
he m i r r o r s  t h a t  v a lu e  i n  h i s  i n t e r a c t i o n s  w i t h  and h is  
s u p e r v is io n  o f  th e  s t a f f  members in  th e  N a t io n a l  O f f i c e .  
T h e re  has been a r e g u l a r  t u r n o v e r  o f  em ployees  in  th e  
N a t io n a l  O f f i c e ,  b u t  by and l a r g e  t h i s  has n o t  been caused  
by t h e  u n h ap p in ess  by s u b o r d in a t e s .  R a t h e r ,  i t  i s  because  
s t a f f  members have been u rged  t o  f u r t h e r  d e v e lo p  t h e i r  
s k i l l s  and grow in  com petence w h i l e  a t  NACA, and th u s  have  
become v e r y  a t t r a c t i v e  t o  o t h e r  b u s in e s s e s  s e e k in g  s k i l l e d  
empl. /e e s  in  C o lu m b ia , South  C a r o l i n a .
S l a g l e ’ s h ig h ly  r e s p e c te d ,  o u ts p o k e n ,  and c o n s is t e n t
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s ta n d s  on w hat can and c a n n o t  be done by v o l u n t e e r s ,  s t a f f  
members, o r  by th e  A s s o c ia t io n  as a w hole  p r o v id e s  him  
w i t h  re s o u rc e s  t o  i n f l u e n c e  t h e  s h ap in g  o f  NACA in  an 
e t h i c a l  s e n s e .  I t  i s  e t h i c a l  because he s u p p o r ts  t h e  f u l l  
p a r t i c i p a t i o n  o f  t h e  v o l u n t e e r s  a t  v a r io u s  l a y e r s  in  th e
o r g a n i z a t io n  in  t h e  d e c is io n m a k in g  p ro c e s s .  T h is
i n f l u e n c e  i s  a ls o  e t h i c a l  because he em bodies and 
encou rages  th e  h ig h e r  s ta n d a r d s  o f  co n d u c t and b e h a v io r  
now e v i d e n t  in  NACA.
How i s  th e  t r a n s f o r m in g  l e a d e r s h ip  r e l a t i o n s h i p  
i n i t i a t e d  and m a in t a in e d  when t h e  le a d e r  i s  n o t  by n a tu r e  
c h a r is m a t ic ?  D u r in g  my f i r s t ,  p r e l i m i n a r y  m e e t in g  w i t h  
S la g le  t o  d is c u s s  t h i s  s tu d y ,  he asked why I  had s e le c t e d  
him and NACA as th e  fo c u s  f o r  a  s tu d y  on l e a d e r s h ip .  I  
t o l d  him t h e r e  w ere  t h r e e  reaso n s  f o r  th e  s e l e c t i o n .
F i r s t ,  I  b e l ie v e d  t r a n s f o r m in g  le a d e r s h ip  had been and was 
p r e s e n t  in  th e  o r g a n i z a t i o n .  Second, I  w ish ed  t o  fo c u s  on 
an i n d i v i d u a l  who d id  n o t  s e r v e  as a  CEO in  an
o r g a n i z a t i o n .  But as I  g o t  t o  th e  t h i r d  re a s o n ,  w h ich  was
t h a t  S l a g l e  was n o t  c h a r is m a t ic  by n a t u r e ,  I  s e a rc h e d  f o r  
a way t o  i n d i r e c t l y  and p o l i t e l y  say  t h a t  t o  h im . As I  
t r i e d  t o  speak a b o u t  h is  p e rs o n a l  q u a l i t i e s  in  a v e r y  
g e n e ra l  and c o m p lim e n ta ry  way, S la g le  i n t e r r u p t e d  and s a id  
"Bob, i f  you a r e  t r y i n g  t o  say t h a t  I ’ m n o t  c h a r i s m a t ic ,  
you a re  n o t  s a y in g  a n y t h in g  t h a t  I  d o n ’ t  a l r e a d y  know"
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(p e r s o n a l  c o m m u n ic a t io n ) .  S l a g l e  w en t on t o  s t a t e  t h a t  he 
w ould lo v e  t o  have t h a t  m a g ic a l ,  c h a r is m a t ic  q u a l i t y  t h a t  
P r u i t t  and o t h e r s  i n  NACA a r e  known t o  h a v e ,  b u t  t h a t  
c h a r is m a  i s  j u s t  n o t  in  h is  n a t u r e .
In d e e d ,  as t h e  s tu d y  u n fo ld e d ,  I  d is c o v e r e d  S l a g l e  
was n o t  one a b o u t  whom t h e r e  were many e x c i t i n g ,  
i n s p i r i n g ,  o r  m a g ic a l  s t o r i e s  t o l d  w i t h i n  NACA. S l a g l e  
spoke w i t h  me one e v e n in g  o f  how he t h i n k s  he j u s t  i s n ’ t  a 
m a g ic a l  o r  s t o r y  t y p e  o f  p e rs o n . O n ly  two common s t o r i e s  
f o c u s in g  on i n c i d e n t s  w i t h  S l a g l e  as t h e  c e n t r a l  c h a r a c t e r  
seem t o  have seeped  i n t o  t h e  f o l k l o r e  o f  NACA and w ere  
r e p e a te d  by v o l u n t e e r s  and s t a f f  d u r in g  my s t u d y .  The 
f i r s t  humorous s t o r y  c o n cern ed  th e  e v e n in g  a few  y e a rs  ago 
when S l a g l e  f e l l  o f f  t h e  d a is  a t  a NACA le a d e r s h ip  b an q u e t  
in  f r o n t  o f  t h e  a p p r o x im a t e ly  100 i n f l u e n t i a l  v o lu n t e e r s  
and o f f i c e  s t a f f  members. T h is  i n c i d e n t  was even  
m en tio n ed  a g a in  by a  s p e a k e r  d u r in g  t h e  le a d e r s h ip  b an q u et  
in  F e b r u a r y ,  1 9 9 0 .  The second s t o r y  c o n c e rn s  S l a g l e ’ s 
1985 e d i t o r i a l  e n t i t l e d  "A h o le  w o rth  t h i n k i n g  a b o u t ” 
( S l a g l e ,  1 9 8 5 d ) ,  w h ich  v o lu n t e e r s  s t i l l  l a u g h in g ly  r e c a l l  
made l i t t l e  sense  t o  r e a d e r s .  S la g le  i s  s im p ly  n o t  th e  
c e n t e r  o f  th o s e  s p e c i a l  s t o r i e s  v o lu n t e e r s  t e l l  t h a t  fo rm  
th e  c o re  o f  t h e  o r a l  h i s t o r y  o f  th e  o r g a n i z a t i o n .
I  d is c o v e r e d  t h a t  v o lu n t e e r s  and em ployees  a r e  drawn  
t o  f o l l o w  S l a g l e  n o t  because he i s  c h a r is m a t ic  b u t  because  
th e y  r e s p e c t  h im . He i s  re s p e c te d  because o f  h i s  h ig h
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e t h i c a l  s t a n d a r d s  and h is  c o n s i s t e n t  a p p l i c a t i o n  o f  them . 
S l a g l e  i s  r e s p e c te d  because o f  t h e  trem en dous amount o f  
o r g a n i z a t i o n a l  know ledge he po ssess  and h i s  w i l l i n g n e s s  t o  
s h a re  i t  o p e n ly  w i t h  o t h e r s .  He i s  r e s p e c te d  because he 
i s  a  h a rd  w o r k e r  and e x p e c ts  much o f  th o s e  a round  h im . He 
i s  r e s p e c te d  b ecau se  he i s  b o th  t o l e r a n t  and in d e ed  
c e l e b r a t e s  t h e  d i f f e r e n t  g i f t s  and s k i l l s  i n d i v i d u a l s  
b r in g  t o  t h e  A s s o c i a t i o n .
A f i n a l  b a s is  f o r  S l a g l e ’ s i n f l u e n c e  i s  h is  f i t  w i t h  
th e  c u l t u r e  o f  t h e  o r g a n i z a t i o n .  S l a g l e  and t h e  o t h e r  
N a t io n a l  O f f i c e  s t a f f  members have  h e lp e d  t o  fo rm  a s t r o n g  
i n f r a s t r u c t u r e  w h ic h  a l lo w s  t h e  v o l u n t e e r s  t o  be c r e a t i v e  
and move t h e  A s s o c ia t io n  fo r w a r d  i n t o  new avenues  o f  
s e r v i c e s  t o  members. I t  i s  a f i t  t h a t  i s  n e c e s s a ry  f o r  a 
s t a f f  member t o  be s u c c e s s fu l  in  NACA. When S l a g l e  
e n te r e d  t h e  A s s o c ia t io n  as E x e c u t iv e  D i r e c t o r ,  th e  
o r g a n i z a t i o n  needed p e o p le  t o  b u i l d  a s o l i d  i n f r a s t r u c t u r e  
upon w h ich  t h e  v o l u n t e e r s  c o u ld  depend. One d o e s n ’ t  need  
t o  be c h a r i s m a t ic  t o  b u i l d  a s o l i d  o p e r a t io n a l  system  f o r  
an o r g a n i z a t i o n ,  and a c u l t u r a l  c h a r a c t e r i s t i c  o f  NACA 
had, p e rh a p s ,  became more o r  l e s s  e v i d e n t  t o  key  
v o lu n t e e r s  i n  NACA d u r in g  E n g l i s h ’ s y e a r s  as E x e c u t iv e  
D i r e c t o r .  The c h a r a c t e r i s t i c  s im p ly  p u t  i s  t h a t  NACA 
can n o t t o l e r a t e  a h ig h  l e v e l  s t a f f  member who c ra v e s  th e  
s p o t l i  g h t .
S l a g l e  i s  a  humble man, as  was shown d u r in g  o u r  f i r s t
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m e e t in g  when he im m e d ia te ly  a cknow ledged  h is  l a c k  o f  
c h a r is m a .  B u t w h i le  hum ble , S l a g l e  i s  a ls o  c o m f o r t a b le  
w i t h  h i m s e l f  and r e c o g n iz e s  h i s  s t r e n g t h s  and w eaknesses .  
S t e r n ,  who s e rv e d  as C h a i r  o f  t h e  Board o f  D i r e c t o r s  
d u r in g  a  p o r t i o n  o f  t h i s  s t u d y ,  d e s c r ib e d  how she adm ired  
S l a g l e ’ s  s t r o n g  sense o f  s e l f .  S ts r n  s a id  t h a t  w h i l e  
S l a g l e  l i k e d  t o  be l i k e d ,  he d i d n ’ t  need t o  be l i k e d .
S te r n  d e s c r ib e d  i t  by e x p l a i n i n g  t h a t  S la g le  i s  t h e  ty p e  
o f  p e rs o n  who, when d in in g  a t  a F rench  r e s t a u r a n t ,  
w o u ld n ’ t  need t o  make b e l i e v e  t h a t  he u n d e rs to o d  t h e  menu 
b u t ,  r a t h e r ,  w ould ask t h e  w a i t e r  f o r  some h e l p .  S l a g l e  
i s  c o m f o r t a b le  w i t h  h im s e l f  and d o e s n ’ t  need o r  c r a v e  th e  
s p o t l i g h t  as  a means t o  ackn o w led g e  h is  v a lu e  in  t h e  
A s s o c i a t i o n ,  and t h i s  i s  a  f i t  w h ich  has n u r t u r e d  change  
in  NACA.
L e a d e r s h ip  and, more p a r t i c u l a r l y , t r a n s f o r m a t i o n a l  
l e a d e r s h ip  can e x i s t  s u c c e s s f u l l y  w i t h o u t  t h e  p re s e n c e  o f  
a c h a r i s m a t ic  i n d i v i d u a l  t o  r a l l y  t h e  t r o o p s .  H e ro e s  a re  
n i c e ,  b u t  t h e y  a r e  n o t  r e q u i r e d  f o r  r e l a t i o n s h i p s  c e n te r e d  
on m u tu a l g o a ls  and communal v i s i o n s .  R e a l ,  in te n d e d  
changes w h ich  a r e  c o l l e c t i v e  and e t h i c a l  can o c c u r  w i t h o u t  
th e  p re s e n c e  o f  a  l e a d e r  s p in n in g  a c h a r is m a t ic  web t o  
e n g u l f  f o l l o w e r s .  S l a g l e  i s  one o f  a number o f  le a d e r s  
who have c o n t r i b u t e d  t o  t h e  t r a n s f o r m a t i o n  o f  NACA. H is  
c o n t r i b u t i o n  has been t o  b u i l d  a s t r o n g  i n t e r n a l  s t r u c t u r e  
w hich s u p p o r ts  and f o s t e r s  t h e  e d u c a t io n a l  d e v e lo p m e n t  o f
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v o l u n t e e r s  as c r u c i a l  t o  w h at NACA i s  a l l  a b o u t  and 
s u p p o r ts  th e  e x p a n s io n  o f  NACA’ s c o n t r i b u t i o n  t o  h ig h e r  
e d u c a t io n .
How i s  th e  v i s i o n  form ed and th e n  t r a n s l a t e d  and 
t r a n s f e r r e d  among le a d e r s  and f o l l o w e r s ?  V i s i o n  and 
c u l t u r e  a r e  i n t e r t w i n e d  in  th e  o r g a n i z a t i o n  and m i r r o r  th e  
e d u c a t io n a l  r o l e  t h e  NACA v o lu n t e e r s  p la y  on t h e i r  
campuses. W h i le  most c o l l e g e  s tu d e n t  a c t i v i t y  s t a f f  
members a r e  r e s p o n s ib le  f o r  th e  p la n n in g  and e x e c u t io n  o f  
c o n c e r t s ,  d an ces , f i l m  s e r i e s ,  and o t h e r  e x t r a c u r r i c u l a r  
p ro g ram s, a  more p ro m in e n t  r e s p o n s i b i l i t y  has  become 
h e lp in g  s t u d e n t  v o lu n t e e r s  d e v e lo p  l e a d e r s h ip  s k i l l s .
H ere  t h e  t a s k  o f  c o l l e g e  a d m in is t r a t o r s  becomes 
c o c u r r i c u l a r ,  w i t h  t h e  c lassro o m  b e in g  s t u d e n t  co m m ittees  
o r  o r g a n i z a t i o n s .  W h i le  th e  p ro d u c t  o f  a s t u d e n t  c o n c e r t  
co m m itte e  may be t o  sp o n so r a s u c c e s s fu l  c o n c e r t  f o r  th e  
s t u d e n t  body, th e  s t a f f  a d v is o r  i s  a ls o  r e s p o n s ib le  f o r  
e n s u r in g  t h a t  th e  s tu d e n t  co m m ittee  members a r e  le a r n in g  
and g ro w in g  th ro u g h  t h e i r  v o lu n t e e r  e x p e r ie n c e .
T h is  same fo c u s  on bo th  th e  e d u c a t io n a l  p ro c e s s  and 
th e  p r o d u c t  p roduced by v o lu n t e e r s  has been ad o p ted  and 
a p p l ie d  by S l a g l e ,  Boatman, P r u i t t ,  A l l e n ,  and o t h e r  
l e a d e r s  w i t h i n  NACA t o  th e  o r g a n i z a t i o n .  The v i s i o n  o f  
c o m m it t in g  th e  o r g a n i z a t i o n  t o  th e  e d u c a t io n a l  v a lu e  o f  
v o lu n t e e r is m  and p a r t i c i p a t i o n  has n o t  been form ed by any
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one i n d i v i d u a l ,  b u t  by a  s e r i e s  o f  l e a d e r s  and f o l l o w e r s  
a t  b o th  t h e  r e g io n a l  and n a t i o n a l  l e v e l s  who have  
c h a l le n g e d  eac h  o t h e r .  W h i le  g r e a t  e n e rg y  has been  
fo c u s e d  on p ro d u c in g  h ig h  q u a l i t y  c o n v e n t io n s ,  
p u b l i c a t i o n s ,  and o t h e r  member s e r v i c e s ,  NACA le a d e r s  and 
f o l l o w e r s  have a ls o  s t r i v e d  t o  e n s u re  t h a t  t h e  v o lu n t e e r  
e x p e r ie n c e  i t s e l f  i s  b o th  e d u c a t io n a l  and re w a r d in g .
T h is  v i s i o n  i s  com m unicated t o  new members th ro u g h  
t h e i r  p a r t i c i p a t i o n  in  t h e  o r g a n i z a t i o n  as v o lu n t e e r s  o r  
e m p lo ye e s . E n t r y  i n t o  NACA as a v o l u n t e e r  i s  e a s y .
R a is in g  o n e ’ s hand a t  a r e g io n a l  c o n fe re n c e  s e s s io n  h e ld  
t o  s o l i c i t  v o l u n t e e r s  i s  a l l  i t  t a k e s .  P e o p le  r i s e  in  
p o s i t i o n s  o f  r e s p o n s i b i l i t y  in  t h e  o r g a n i z a t io n  a c c o rd in g  
t o  t h e i r  w i l l i n g n e s s  t o  commit t h e i r  t im e  and t h e i r  p a s t  
s u c c e s s fu l  p e r fo rm a n c e .  V o lu n t e e r s  who a r e  n o t  s u c c e s s fu l  
in  t h e i r  t a s k s  g e n t l y  fa d e  i n t o  t h e  woodwork. B ut a t  
v i r t u a l l y  a l l  l e v e l s  in  t h e  o r g a n i z a t i o n ,  t h e  p ro c es s  as  
w e l l  as  th e  p r o d u c t  a r e  c r i t i c a l l y  exam in ed . V o lu n te e r s  
on r e g io n a l  c o n fe r e n c e  c o m m it te e s  a t t e n d  workshops and 
engage in  d is c u s s io n s  w h ich  s t r e s s  b o th  th e  v a lu e  o f  th e  
e d u c a t io n a l  m is s io n  o f  t h e  o r g a n i z a t i o n  and t h e i r  
v o lu n t e e r  e x p e r ie n c e .  V i r t u a l l y  e v e r y  r e g io n  sponsors  
l e a d e r s h ip  w orkshops and r e t r e a t s  f o r  a l l  o f  t h e i r  
v o lu n t e e r s  th r o u g h o u t  th e  y e a r .  A f t e r  r e g io n a l  e x p e r ie n c e  
i s  g a in e d ,  many v o lu n t e e r s  move on t o  c o n t r i b u t e  t h e i r  
t a l e n t s  and a b i l i t i e s  a t  t h e  n a t i o n a l  l e v e l .
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I n  NACA, t h e  v i s i o n  i s  n o t  fo rm ed  by one i n d i v i d u a l  
who th e n  s e l l s  i t  t o  t h e  o r g a n i z a t i o n ,  b u t  th ro u g h  a  
c o n s t a n t  d ia lo g u e  among t h e  p l a y e r s  in  t h e  r e l a t i o n s h i p ,  
who th e m s e lv e s  a r e  in  m o t io n ,  som etim e a c t i n g  as  a  l e a d e r  
and o t h e r  t im e s  a c t i n g  as  a  f o l l o w e r .  The v i s i o n  i s  
f a m i l i a r  s in c e  i t  m i r r o r s  t h e  d e v e lo p m e n ta l  r e l a t i o n s h i p  
betw een  s t u d e n t s  and p r o f e s s i o n a l  s t a f f  members f o s t e r e d  
or. c o l l e g e  campuses. The v i s i o n  i s  th e n  embedded i n t o  th e  
c u l t u r e  o f  t h e  o r g a n i z a t i o n  and th e n  t r a n s l a t e d  and  
t r a n s f e r r e d  by i n d i v i d u a l s  as  th e y  a r e  in  c o n s t a n t  m o t io n  
up and down NACA’ s la d d e r  o f  a u t h o r i t y .  P r o g r e s s in g  as  a 
v o l u n t e e r  i s  a p ro c e s s  o f  e n c u l t u r a t i o n  c o n c e rn in g  two  
f u n d a m e n t a l ly  d i f f e r e n t  f a c e s  o f  NACA. The f i r s t  i s  w h a t  
w orks f o r  NACA a t  any p a r t i c u l a r  t i m e ,  t h e  manner i n  w h ich  
d e c is io n s  a r e  made and t h e  s p e c tru m  o f  s e r v i c e s  t h a t  a r e  
p r o v id e d  t o  sch o o l and a s s o c i a t e  members. The second  
a s p e c t  o f  NACA passed on t o  v o l u n t e e r s  i s  a v i s i o n  as t o  
th e  v a lu e  o f  p e rs o n a l  g ro w th  and d e ve lo p m e n t as an 
i n h e r e n t  and im p o r t a n t  p r o d u c t  o f  v o lu n t e e r is m  and 
c o c u r r i c u l a r  e d u c a t io n .
Poes t h e  v i s i o n  s e r v e  as  t h e  d r i v i n g  f o r c e  in  t h e  
l e a d e r s h ip  r e l a t i o n s h i p ?  NACA has a  v i s i o n  f o r  t h e  
f u t u r e ,  y e t  has s p e n t  l i t t l e  t im e  i n  d e v e lo p in g  any fo r m a l  
v i s i o n  s t a t e m e n t .  The c l o s e s t  t h e  A s s o c ia t io n  has come t o  
p roduce  a  s t a te m e n t  t h a t  d e c l a r e s  a c o l l e c t i v e  v i s i o n  i s
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in  A r t i c l e  I I  o f  t h e  b y law s  o f  th e  A s s o c ia t io n .  H e re ,
NACA s t a t e s  i t s  p u rp o se :
NACA i s  an a s s o c i a t i o n  o f  h ig h e r  e d u c a t io n  
i n s t i t u t i o n s  t h a t  p r o v id e  c o - c u r r i c u l a r  a c t i v i t i e s  
f o r  t h e  e d u c a t io n a l  e n r ic h m e n t  o f  t h e i r  campus 
c o m m u n it ie s ,  and p e rs o n s  o r  b u s in e s s e s  s e l l i n g ,  
m a r k e t in g  o r  p ro m o tin g  s e r v ic e s  and p ro d u c ts  
n e c e s s a ry  f o r  such a c t i v i t i e s .  NACA e x i s t s  t o  
p r o v id e  a s s is t a n c e  f o r  member i n s t i t u t i o n s  t o  
e s t a b l i s h  and p ro d u ce  q u a l i t y  campus a c t i v i t i e s  
program m ing by p r o v i d in g  e d u c a t io n ,  in f o r m a t io n  and 
r e s o u r c e s  f o r  s tu d e n ts  and a d m in is t r a t o r s  and t o  
f a c i l i t a t e  c o o p e r a t i v e  consumer e f f i c i e n c y  and 
m a r k e tp la c e  e f f e c t i v e n e s s .  (NACA N a t io n a l  B ylaw s,  
1 9 8 8 ,  pp . 9 - 1 0 )
As i s  t r u e  o f  most s ta te m e n ts  o f  purpose t h a t  a r e  in c lu d e d  
in  p o l i c y  books o r  d i r e c t o r i e s ,  t h i s  p a ra g ra p h  fo c u s e s  
more on w h a t and how th e  o r g a n i z a t i o n  f u n c t i o n s  in  th e  
p r e s e n t  th a n  on p a i n t i n g  a v a lu e s  based, c o l l e c t i v e l y  
i n s p i r i n g  p i c t u r e  o f  th e  f u t u r e  which  can be u n d e rs to o d  
and i n t e r n a l i z e d  by members a t  a l l  d i f f e r e n t  l a y e r s  i n  th e  
g ro u p .
I f  NACA w ere  t o  have a v i s i o n  s t a te m e n t ,  in  th e  sense  
o f  how v i s i o n  s ta te m e n ts  a r e  u n d e rs to o d  in  t h e  l a t e  1 980s ,  
i t  w ould  lo o k  so m eth in g  l i k e  t h i s :
NACA b e l i e v e s  in  t h e  need and d e s i r e  f o r  a l l
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i n d i v i d u a l s  t o  d e v e lo p  t o  t h e i r  f u l l e s t  p o t e n t i a l .  The  
d e ve lo p m e n t o f  i n d i v i d u a l s  i s  as im p o r ta n t  t o  NACA as  
t h e i r  a b i l i t y  t o  c o n t r i b u t e  t o  NACA’ s many a c t i v i t i e s .
The v o l u n t e e r s  a r e  n o t  j u s t  th e  means whereby t h e  
A s s o c ia t io n  p ro d u c e s  s u c c e s s fu l  a c t i v i t i e s  b u t  th e y  a re  
th e  end p u rp o se  o f  NACA.
NACA’ s m is s io n  i s  t o  s u p p o r t  th e  d e v e lo p m e n t  o f  
s tu d e n ts  as t h e y  p a r t i c i p a t e  in  e x t r a c u r r i c u l a r  and 
c o c u r r i c u l a r  program s and o r g a n iz a t io n s  on t h e  campuses o f  
c o l le g e s  and u n i v e r s i t i e s  and t o  s e r v e  as a fo ru m  f o r  th e  
exchange o f  i n f o r m a t i o n  w hich  w i l l  im prove  campus 
e n t e r t a in m e n t  and a c t i v i t i e s .  NACA p r o v id e s  c o n v e n t io n s ,  
w orkshops, p u b l i c a t i o n s ,  and o t h e r  s e r v i c e s  w h ich  can  
empower s tu d e n ts  by d e v e lo p in g  t h e i r  com petence in  
p la n n in g  and d i r e c t i n g  a h ig h  q u a l i t y  and d i v e r s e  s e r i e s  
o f  a c t i v i t y  p rogram s and by p r o v id in g  s tu d e n t s  w i t h  th e  
s k i l l s  t o  e v a l u a t e ,  u n d e rs ta n d ,  and r e f l e c t  on t h e i r  
in v o lv e m e n t  in  t h e  c o c u r r i c u l a r  e x p e r ie n c e s .
NACA p r e s e n t s  s i m i l a r  program s and s e r v i c e s  t o  
p r o f e s s io n a l  s t a f f  members a t  c o l l e g e s ,  w h ich  b o th  
im proves  t h e i r  s k i l l s  as a d v is o r s  t o  s tu d e n ts  programming  
c o m m itte es  and c h a l le n g e s  them t o  c o n t in u e  in  t h e i r  own 
p r o f e s s io n a l  g ro w th .  O p p o r t u n i t i e s  f o r  e d u c a t io n  and 
d e ve lo p m e n t a r e  a ls o  o f f e r e d  by NACA t o  members o f  
a s s o c ia te d  f i r m s  th ro u g h  v o lu n t e e r  o p p o r t u n i t i e s  and 
fo rm a l  e d u c a t io n  s e s s io n s  a t  c o n v e n t io n s  th ro u g h  a s e r i e s
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o f  a s s o c ia t e  member fo ru m s .
T h is  v i s i o n  s t a t e m e n t  m i r r o r s  th e  p r i o r i t i e s  and 
r a t i o n a l e  f o r  v o l u n t e e r i n g  in  NACA. The o r g a n i z a t i o n  
b e l i e v e s  in  t h e  im p o r t a n t  p a r t  c o c u r r i c u l a r  e d u c a t io n  
p la y s  in  th e  l i v e s  o f  c o l l e g e  s tu d e n ts  and t h a t  NACA’ s 
purpose  i s  t o  p r o v id e  i n f o r m a t i o n ,  s e r v i c e s ,  and a  
m a r k e tp la c e  f o r  th e  s h a r in g  o f  id e a s  w h ich  f e e d  th e s e  
campus p ro g ram s. NACA a ls o  s u p p o r ts  t h e  v a l u a b l e  
e d u c a t io n a l  e x p e r ie n c e  s tu d e n ts  and c o l l e g e  a d m in is t r a t o r s  
r e c e iv e  th ro u g h  p a r t i c i p a t i o n  in  th e  p la n n in g  and  
e x e c u t io n  o f  th e s e  p ro g ra m s , and th e  A s s o c i a t i o n ’ s 
e d u c a t io n a l  t h r u s t  has moved fro m  fo c u s in g  p r i m a r i l y  on 
program m ing s k i l l s  t o  l e a d e r s h ip  and o r g a n i z a t i o n a l  
s k i l l s .  T h e re  i s  an i n t e r n a l  i n t e g r i t y  t o  t h e  A s s o c ia t io n  
w hich i s  c o n s i s t e n t  w i t h  th e  v i s i o n .  NACA f o l l o w s  a 
c o l l a b o r a t i v e  and i n t e r a c t i v e  model f o r  d e c i s i o n  making  
w hich  d e m o n s tra te s  th e  v a lu e  o f  v o lu n t e e r is m ,  and t h i s  
p ro c es s  m i r r o r s  t h e  v i s i o n  w hich  th e  members h ave  f o r  th e  
im p a c t t h a t  NACA s h o u ld  have on h ig h e r  e d u c a t io n .
T h is  1989 v i s i o n  o f  NACA i s  q u i t e  d i f f e r e n t  fro m  th e  
v i s i o n  th e  o r g a n i z a t i o n  had a t  i t s  b i r t h  t h i r t y  y e a r s  ago. 
Then , th e  o r g a n i z a t i o n  was fo rm ed  as a way t o  d e c re a s e  th e  
c o s t  o f  b r in g in g  e n t e r t a i n e r s  t o  c o l le g e  cam puses.  
Showcasing o f  t a l e n t  was added t o  NACA s e v e r a l  y e a r s  l a t e r  
as a way f o r  NACA t o  e n co u ra g e  th e  p r e s e n t a t i o n  o f  d iv e r s e  
and upcoming fo rm s  o f  e n t e r t a in m e n t .  The f i r s t  r o l e  o f
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e d u c a t io n  i n  t h e  A s s o c ia t io n  was t o  p r o v id e  e d u c a t io n a l  
s e s s io n s  f o r  t h e  d e v e lo p m e n t o f  s k i l l s  t i e d  d i r e c t l y  t c  
th e  s u c c e s s fu l  p r e s e n t a t i o n  o f  e n t e r t a in m e n t  on campus: 
c o n t r a c t  n e g o t i a t i n g ,  c o n c e r t  p r o d u c t io n ,  and p u b l i c i t y  
cam pa igns . From t h i s  grew e d u c a t io n a l  s e s s io n s  t o  im prove  
th e  management o f  c o n c e r t ,  program m ing , and o t h e r  s tu d e n t  
c o m m itte es  o r  o r g a n i z a t i o n s  g e are d  t o  p r e s e n t in g  
e n t e r t a in m e n t  on campus. The f i n a l  s te p  has been t o  add 
e d u c a t io n a l  p rogram s on l e a d e r s h ip  d e ve lo p m e n t a t  r e g io n a l  
c o n fe re n c e s  and n a t i o n a l  c o n v e n t io n s .
T h is  v i s i o n  has been th e  d r i v i n g  f o r c e  in  t h e  changes  
produced by t h e  l e a d e r s h ip  r e l a t i o n s h i p  in  NACA d u r in g  t h e  
p a s t  seven y e a r s .  The c r e a t i o n  o f  th e  s u b s i d i a r y  s e r v ic e s  
c o r p o r a t io n  was in te n d e d  t o  p r o v id e  NACA w i t h  s u f f i c i e n t  
f i n a n c i a l  re s o u r c e s  t o  fu n d  i t s  f u t u r e  e d u c a t io n a l  
program s. The c r e a t i o n  o f  e d u c a t io n a l  com m issions d u r in g  
th e  1989 Board r e o r g a n i z a t i o n  was in te n d e d  t o  im p ro ve  th e  
q u a l i t y  o f  e d u c a t io n a l  s e r v ic e s  p ro v id e d  by NACA w h i le  
a ls o  c o n c e n t r a t i n g  re s o u rc e s  on im p ro v in g  th e  e x p e r ie n c e  
o f  v o l u n t e e r s .  The h e a l i n g  o f  t h e  r i f t  betw een t h e  
v o lu n t e e r s  in  t h e  r e g io n s  and v o lu n t e e r s  and s t a f f  members 
on t h e  n a t i o n a l  l e v e l  has le d  t o  a g r e a t e r  s h a r in g  o f  
re s o u rc e s  and an im provem ent in  th e  q u a l i t y  o f  t h e  
program s and s e r v i c e s  p r o v id e d  by th e  r e g io n s  as a  g ro u p .
NACA has a communal v i s i o n  f o r  th e  f u t u r e .  I t  i s  n o t  
a s t a t i c ,  one d im e n s io n a l  g oa l f o r  th e  group b u t  a v is i o n
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t h a t  i s  a l i v e  and h o lo g r a p h ic .  T h is  v i s i o n  i s  n o t  
d o g m a tic  and i n t o l e r a n t  b u t ,  w i t h  i t s  many s i d e s ,  draws  
i n d i v i d u a l s  t o  com m it t o  i t s  m u l t i p l e  p a r t s .  I t  emerges  
f ro m  and i s  c o n s i s t e n t  w i t h  th e  p r e s e n t  c u l t u r e  o f  th e  
o r g a n i z a t i o n .  I t  i s  born  fro m  many p e o p le ,  b o th  
v o lu n t e e r s  and s t a f f  members. I t  has been b re d  fro m  an 
i n t e r a c t i v e  i n f l u e n c e  r e l a t i o n s h i p  among l e a d e r s  and 
f o l l o w e r s ,  w h ere  th e s e  p o s i t i o n s  o f  l e a d e r s h ip  and  
f o l l o w e r s h i p  have  been f l u i d  in  n a tu r e  a c c o r d in g  t o  th e  
e n v ir o n m e n ta l  p r e s s u r e s  and e n e rg y  l e v e l  o f  v o l u n t e e r s  o r  
s t a f f  a t  any one p a r t i c u l a r  moment in  t i m e .  R e a l  changes  
w hich  r e f l e c t  t h e  m u tu a l purposes  o f  NACA members have  
been v is i o n e d ,  and a c t io n s  have been t a k e n ,  t o  move in  a 
d i r e c t i o n  c o n s i s t e n t  w i t h  t h i s  v i s i o n .  Woven i n t o  t h i s  
v i s i o n  i s  t h e  need f o r  chang e , and th e  r e l a t i o n s h i p  among 
members o f  t h e  o r g a n i z a t i o n  t o  be h e ld  t o  h ig h  e t h i c a l  
s ta n d a r d s .  I  b e l i e v e  t h i s  v i s i o n  i s  i n s p i r i n g  t o  
v o lu n t e e r s  b ecau se  i t  i s  t i e d  t o  th e  common good. T h ere  
i s  a  consensus  among v o lu n t e e r s  and s t a f f  members t h a t  th e  
e d u c a t io n a l  e x p e r ie n c e s  b o th  o f  v o l u n t e e r s  i n  t h e  
o r g a n i z a t i o n  and o f  c o l l e g e  s tu d e n ts  on member campuses  
a r e  o f  v a lu e  t o  t h e  p a r t i c i p a n t s  and o u r  s o c i e t y .  T h is  i s  
a  v i s i o n  w h ich  s e r v e s  as t h e  m o t iv a t in g  f o r c e  in  th e  
t r a n s f o r m a t i o n a l  l e a d e r s h ip  r e l a t i o n s h i p  o n g o in g  in  NACA.
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Cone1 us ion
P e t t i g r e w  ( 1 9 8 5 )  s t u d ie d  o r g a n i z a t i o n a l  change and 
c u l t u r e  in  a l a r g e  c h e m ic a l  c o r p o r a t io n  i n  E n g lan d  d u r in g  
a te n  y e a r  p e r io d .  I n  d ra w in g  c o n c lu s io n s ,  P e t t i g r e w  (p .  
2 9 1 )  s t a t e d  "change must be v iew ed as a  lo n g - t e r m  
c o n d i t io n in g  p ro c e s s  t h a t  i s  in f lu e n c e d  by c o m p e t i t io n  and 
groups and l e a d e r s  in  an o r g a n i z a t i o n ,  o p p o r t u n i t i e s  f o r  
change c r e a t e d  by e n v ir o n m e n ta l  f a c t o r s ,  and t h e  
p e r s i s t e n t  a c t io n  o f  v i s i o n a r y  l e a d e r s . "
T h is  i s  a ls o  a  good d e s c r i p t i o n  o f  change and c u l t u r e  
in  NACA d u r in g  t h e  p a s t  seven y e a r s .  C o a l i t i o n s  have been 
form ed by s t u d e n t  and c o l l e g e  s t a f f  v o l u n t e e r s ,  o f f i c e  
s t a f f  members, and a s s o c ia t e  members t o  com pete bo th  f o r  
th e  fu n d in g  o f  a c t i v i t i e s  and f o r  o v e r a l l  d i r e c t i o n  o f  th e  
A s s o c ia t io n .  I s s u e s  such as th e  c r e a t i o n  o f  a  s e p a r a t e  
a r t s  and l e c t u r e s  c o n v e n t io n ,  a s s o c ia t e  member v o t in g  
p r i v i l e g e s ,  s t u d e n t  and a s s o c ia te  member r e p r e s e n t a t i o n ,  
c r e a t io n  o f  a s u b s i d i a r y ,  th e  enhancem ent o f  t h e  v o lu n t e e r  
e x p e r ie n c e ,  and t h e  d e g re e  t o  which NACA c o n t in u e s  as both  
a t r a d e  show f o r  t a l e n t  and a p r o f e s s io n a l  e d u c a t io n a l  
o r g a n i z a t io n  have been d e b a te d ,  a d d re s s e d ,  and th e n  r a is e d  
a g a in .  E n v iro n m e n ta l  f a c t o r s  such as th e  p e r s i s t e n t  
a t t e n t i o n  by t h e  I n t e r n a l  Revenue S e r v ic e  t o  any  
governance  a c t i v i t i e s  by a s s o c ia te s  and an in c r e a s in g  
i n t e r e s t  fro m  member c o l le g e s  and u n i v e r s i t i e s  f o r  
improved e d u c a t io n a l  program s w i th  an e m phas is  on
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l e a d e r s h ip  t r a i n i n g  have im p ac te d  on t h e  key d e c is io n  
m akers in  NACA.
P e r s i s t e n t  a c t io n s  by v i s i o n a r y  le a d e r s  can a ls o  be 
fo u n d . I n  1983 Boatman d e d ic a t e d  h e r  te rm  as C h a ir  o f  th e  
Board o f  D i r e c t o r s  as t h e  y e a r  o f  t h e  v o l u n t e e r ,  c o m p le te  
w i t h  a  s ig n e d  p r o c la m a t io n  f ro m  P r e s id e n t  Reagan. She has  
s in c e  worked t o  have t h e  A s s o c ia t io n  c o n t in u e  t o  im prove  
and r e c o g n iz e  as c r i t i c a l  t h e  d e v e lo p m e n ta l  e x p e r ie n c e  o f  
v o l u n t e e r s .  S te r n  spoke a g a i n s t  a l l  fo rm s  o f  p r e ju d ic e  in  
NACA, and has r e c e n t l y  l e f t  t h e  f i e l d  o f  campus a c t i v i t i e s  
t o  work as a c o n s u l t a n t  a d d r e s s in g  is s u e s  o f  
m u l t i c u l t u r a l  ism in  o r g a n i z a t i o n s .  A l l e n  has been 
com m itted  t o  th e  e d u c a t io n a l  m is s io n  o f  t h e  A s s o c ia t io n ,  
w h i le  Fahey has p e r s o n a l l y  d e v e lo p e d  a program  o f  
f u n d r a i s in g  w i t h i n  NACA f o r  th e  s u p p o r t  o f  s c h o la r s h ip s  
and o t h e r  e d u c a t io n a l  p u rp o s e s .  S l a g l e ,  Boatman,
Ferguson, F ah ey , and P a r k e r  have c o n t r i b u t e d  t o  th e  
in c r e a s in g  c o o p e r a t iv e  r e l a t i o n s h i p  betw een th e  re g io n s  
and th e  n a t i o n a l  o r g a n i z a t i o n .  The r e c e n t  r e o r g a n iz a t io n  
o f  t h e  n a t i o n a l  s t r u c t u r e  o f  NACA w ould  n o t  have o c c u r re d  
w i t h o u t  th e  l e a d e r s h ip  o f  S l a g l e ,  Boatman, and Ferguson.
The s tu d y  o f  th e  key v o l u n t e e r s  and s t a f f  members o f  
NACA d e s c r ib e d  in  t h i s  d i s s e r t a t i o n  u ncovered  an 
o r g a n i z a t io n  t h a t  f o s t e r s  and p rom otes  in f l u e n c e  based  
le a d e r s h ip  r e l a t i o n s h i p s  as a  norm f o r  b e h a v io r  and 
i n t e r a c t i o n s .  Much as DePree ( 1 9 8 9 )  d e s c r ib e d  how " r o v in g
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l e a d e r s  t a k e  c h a rg e ,  in  v a r y in g  d e g re e s ,  in  a l o t  o f  
com panies e v e r y  d a y ,"  NACA p r i z e s  t h e  f l u i d  n a tu r e  o f  th e  
l e a d e r s h ip  and f o l l o w e r s h i p  r o l e s  v o l u n t e e r s  move in  and 
o u t  o f  in  t h e  o r g a n i z a t i o n .  The key t o  success  t o  NACA 
has been f o r  th e  v o lu n t e e r s  i n  key  p o s i t i o n s  o f  a u t h o r i t y  
t o  f i n d  and s u p p o r t  l e a d e r s h ip  w h e re v e r  i t  may a r i s e  in  
t h e  A s s o c ia t io n ,  a p r a c t i c e  D eP ree  saw as c r i t i c a l  o r  
success  in  o r g a n i z a t i o n s .
The im p o r t a n t  r o l e  o f  t h e  o r g a n i z a t i o n ’ s c u l t u r e  t o  
s u p p o r t  c o l l a b o r a t i o n ,  team w o rk , and t h e  f r e e  f lo w  o f  
in f o r m a t io n  and d ia lo g u e  betw een i n d i v i d u a l s  in  d i f f e r e n t  
l a y e r s  in  NACA has le d  t o  a s p i r i t  o f  in n o v a t io n  and 
c r e a t i v i t y  much as was d e s c r ib e d  by K a n te r  ( 1 9 8 2 ) .  K a n te r  
s t u d ie d  165 m id d le  managers t o  l e a r n  common 
c h a r a c t e r i s t i c s  o f  th o s e  who c o n t r i b u t e d  t o  in n o v a t io n  in  
t h e i r  o r g a n i z a t io n s ,  and fo u n d  i n n o v a t iv e  managers tended  
t o  be
v i s i o n a r y ,  c o m fo r ta b le  w i t h  ch an g e , and p e r s i s t e n t .  
I n n o v a t io n  f l o u r i s h e d  in  com panies  where t e r r i t o r i e s  
o v e r la p  and p e o p le  have c o n t a c t  a c ro s s  f u n c t io n s ;  
in f o r m a t io n  f lo w s  f r e e l y ;  numbers o f  p e o p le  have  
excesses  in  t h e i r  b u d g e ts ;  many managers a r e  in  o pen-  
ended p o s i t i o n s ;  and rew ard  system s lo o k  t o  th e  
f u t u r e ,  n o t  th e  p a s t .  ( p .  9 5 )
C r e a t i v i t y  and in n o v a t io n  has been t h e  watchword in  th e  
r e g io n s  o f  NACA, where v o l u n t e e r s  s e r v e  in  key m id d le
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management r o l e s .  The im p ro ve d  r e l a t i o n s h i p s  betw een  
r e g io n s  and betw een  t h e  r e g io n a l  and th e  n a t i o n a l  
o r g a n i z a t io n  have le d  t o  more s o p h i s t i c a t e d  s u p p o r t ,  in  
both  e d u c a t io n a l  and management te r m s ,  t o  be d e l i v e r e d  t o  
th e  r e g io n s .  V i r t u a l l y  e v e r y  r e g io n  has t h e  fu n d s  t o  
s u p p o r t  i n n o v a t iv e  p ro g ra m s , and t h e  A s s o c ia t io n  has  
t r a d i t i o n a l l y  fo c u s e d  more on r e w a rd in g  p e r fo rm a n c e  and  
th e  p o t e n t i a l  f o r  f u t u r e  c o n t r i b u t i o n s  th a n  on c h a s t i s i n g  
p a s t  s u b -p a r  w o rk .
The s t o r y  o f  l e a d e r s h ip  and change in  NACA i s  n o t  o f  
one superhuman a c t o r ,  as e a s i l y  i d e n t i f i a b l e  as  t h e  h e ro  
in  o ld  w e s te rn  f i l m s — he was t h e  s h e r i f f ,  t h e  o n ly  one  
w e a r in g  t h e  w h i t e  h a t  and r i d i n g  a w h i t e  h o r s e .  R a t h e r ,  
l e a d e r s h ip  in  NACA re s e m b le s  a p o s s e ,  w here c i t i z e n s  
m o b i l iz e d  t o  a d d re s s  p a r t i c u l a r  t h r e a t s  t o  t h e  common good 
o f  t h e  com m unity . I n  t h e  p a s t  seven  y e a rs  o f  NACA, 
l e a d e r s h ip  has been t h e  t a s k  o f  Boatman, F ah ey , P a y to n ,  
S l a g l e ,  A l l e n ,  F e rg u s o n , and many o t h e r s  in  NACA who have  
both  b u i l t  r e l a t i o n s h i p s  w i t h  f o l l o w e r s  and who th e m s e lv e s  
have moved i n t o  and o u t  o f  t h e  r o l e s  o f  l e a d e r  and 
f o l l o w e r .  These p e o p le  have  in te n d e d  and pro d u ced  r e a l  
changes in  th e  A s s o c i a t i o n ,  w h e th e r  i t  be a  new 
e d u c a t io n a l  d i r e c t i o n  f o r  t h e  o r g a n i z a t io n  o r  t h e  c r e a t i o n  
o f  a s t a b l e  i n f r a s t r u c t u r e  w h ich  w i l l  a l lo w  and p rom ote  
th e  c r e a t i v e  e x t e n s io n  o f  t h e  purposes  o f  NACA. They have  
been g u id e d  by a communal v i s i o n ,  thoug h  u n s t a t e d ,  o f  t h e
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v a lu e  o f  e d u c a t io n  th ro u g h  n o nc lassroom  e x p e r ie n c e s  and  
t h e  r o l e  NACA can p l a y  in  p ro m o tin g  and e n h a n c in g  t h i s  
b o th  in  s t u d e n t s  a t  member c o l l e g e s  and u n i v e r s i t i e s  and  
in  t h e  v o l u n t e e r s  w i t h i n  t h e  o r g a n i z a t io n  i t s e l f .  T h is  
e d u c a t io n  and d e v e lo p m e n t  o f  s tu d e n ts  and v o lu n t e e r s  i s  
v iew e d  as v a l u a b l e  t o  t h e  i n d i v i d u a l ,  t o  t h e  o r g a n i z a t i o n  
in  w h ich  t h e y  s e r v e ,  and as a b y p ro d u c t  t o  s o c i e t y  as a 
w h o le .  T h is  i s  t r a n s f o r m a t i o n a l  l e a d e r s h ip  as i t  e x i s t e d  
in  NACA.
D is c u s s io n
A l l  r e s e a r c h  s h o u ld  b o th  be based on p r i o r  work and 
s e rv e  as a s p r in g b o a r d  f o r  t h e  work o f  s c h o la r s  in  th e  
f u t u r e .  A l l  fo rm s  o f  re s e a r c h  i n h e r e n t l y  have s t r e n g t h s  
and w eaknesses a c c o r d in g  t o  b o th  th e  r e s e a r c h  d e s ig n  used  
and th e  e x e c u t io n  o f  th e  s tu d y  by th e  r e s e a r c h e r .  The 
f o l l o w i n g  i s  a d is c u s s io n  o f  t h e  s t r e n g t h s  and weaknesses  
o f  t h i s  d i s s e r t a t i o n  as w e l l  as p o t e n t i a l  avenues f o r  
f u t u r e  r e s e a r c h .
S t r e n g th s
A key s t r e n g t h  in  t h i s  p r o j e c t  has been t h e  way in  
w hich  my a c c e s s  t o  and u n d e rs ta n d in g  o f  l a r g e  amounts o f  
i n f o r m a t io n  t h e  A s s o c ia t io n  and key v o lu n t e e r s  and s t a f f  
members. The d a t a  I  c o l l e c t e d  was v o lu m in o u s .  My 
know ledge o f  t h e  o r g a n i z a t i o n  le d  t o  a s h o r t  p e r io d  o f
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e n t r y  i n t o  th e  r e s e a r c h  s e t t i n g ,  f o r  I  u n d e rs to o d  how th e  
o r g a n i z a t io n  f u n c t io n e d  and was f a m i l i a r  w i t h  t h e  
i n d i v i d u a l s  in  key p o s i t i o n s  o f  a u t h o r i t y .  I  fo u n d  t h a t  
my p re s e n c e  in  m e e t in g s  was o f t e n  f o r g o t t e n  and I  became 
i n v i s i b l e  d u r in g  o b s e r v a t io n s .  T h is  was due t o  many 
members f i n d i n g  my p re s e n c e  a t  d is c u s s io n s  t o  be f a m i l i a r  
because o f  my e a r l i e r  in v o lv e m e n t  in  NACA. C o n ta m in a t io n  
o f  th e  s e t t i n g  o f  t h e  s tu d y  by my p re se n c e  was m in im iz e d  
by my f a m i l i a r i t y  w i t h  t h e  p a r t i c i p a n t s  and by th e  
ex ten d ed  le n g th  o f  t im e  d u r in g  w hich I  p e rfo rm e d  
o b s e r v a t io n s  and i n t e r v i e w s .  The d a t a  I  c o l l e c t e d  w ere  
a c c u r a te  and u n c o n ta m in a te d ,  and I  am v e r y  s u re  t h a t  th e  
p a r t i c i p a n t s  I  o b s e rv e d  d id  n o t  behave d i f f e r e n t l y  th a n  
th e y  would have had I  n o t  been p r e s e n t .
The c o m p le te  a c c e s s  I  had t o  in f o r m a t io n  was a ls o  
h e lp ed  by th e  i n t e r e s t  key v o lu n t e e r s  and s t a f f  members 
had in  t h i s  s tu d y  and in  th e  s u b je c t  o f  l e a d e r s h ip  in  
g e n e r a l .  L e a d e rs h ip  i s  a te rm  used c o n s t a n t ly  in  NACA. 
W h ile  members o f  t h i s  o r g a n i z a t i o n ,  a lo n g  w i t h  most o f  th e  
p o p u la t io n ,  o f t e n  use t h e  te rm  i n c o r r e c t l y  t o  i d e n t i f y  a l l  
e le c t e d  o r  s e l e c t e d  p e o p le  in  p o s i t io n s  o f  a u t h o r i t y ,  NACA 
is  a ls o  c o n s t a n t l y  fo c u s in g  on e n h a n c in g ,  t e a c h in g ,  
f a c i l i t a t i n g ,  d is c u s s in g ,  and f o s t e r i n g  l e a d e r s h ip  s k i l l s  
in  th e  A s s o c i a t i o n ’ s v o lu n t e e r s  and s tu d e n ts  fro m  member 
c o l le g e s  and u n i v e r s i t i e s .  T h is  f a m i l i a r i t y  and i n t e r e s t  
in  l e a d e r s h ip  by members o f  th e  o r g a n i z a t io n  le d  them t o
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p a r t i c i p a t e  in  t h i s  s tu d y  n o t  s im p ly  as s u b j e c t s  b u t  as  
c o i n v e s t i g a t o r s .  The in t e r v i e w s  I  had w i t h  key in fo r m a n ts  
v i r t u a l l y  a lw a y s  became a t  t h e  end a  d i a lo g u e ,  w here  I  d id  
n o t  s im p ly  ask  q u e s t io n s  and have a  s u b j e c t  re s p o n d , b u t  
p a r t i c i p a t e d  i n  d is c u s s io n s  a b o u t  w h at had o c c u r r e d  in  an 
e a r l i e r  m e e t in g  o r  i n c i d e n t .  Thus, a  s t r e n g t h  o f  t h i s  
s tu d y  was t h a t  t h e  p a r t i c i p a n t s  in  i n t e r v i e w s  f e l t  f r e e  t o  
r a is e  is s u e s  and l i n e s  o f  d is c u s s io n ,  and th e s e  o f t e n  led  
t o  new i n s i g h t s  and avenues f o r  f u r t h e r  i n v e s t i g a t i o n .
A t h i r d  s t r e n g t h  o f  t h i s  d i s s e r t a t i o n  comes fro m  my 
s tu d y  o f  l e a d e r s h ip  w here  th e  c e n t r a l  c h a r a c t e r  i s  n e i t h e r  
a CEO n o r  c h a r i s m a t ic  by n a t u r e .  W h i le  n e i t h e r  q u a l i t y  i s  
a n e c e s s a ry  p a r t  o f  a  d e f i n i t i o n  o f  l e a d e r s h ip ,  most o th e r  
s t u d ie s  o f  l e a d e r s h ip  have fo c u s ed  on th e s e  ty p e s  o f  
i n d i v i d u a l s .  T h is  s tu d y  i s  s t r o n g  because  I  was a b le  t o  
v ie w  t r u l y  i n t e r a c t i v e  le a d e r s h ip  r e l a t i o n s h i p s  w i t h o u t  
th e  p re s e n c e  o f  e i t h e r  u l t i m a t e  c o r p o r a t e  a u t h o r i t y  o r  a 
c h a r is m a t ic  h e r o .  The c o n c lu s io n s  g e n e r a te d  th ro u g h  t h i s  
re s e a rc h  a r e  u s e f u l  because s c h o la r s  and p r a c t i t i o n e r s  
must b e g in  t o  fo c u s  on le a d e r s h ip  as i t  e x i s t s ,  le a d e r s h ip  
as s e p a r a t e  f r o m  th e  in f lu e n c e  d e r iv e d  fro m  u l t i m a t e  
p o s i t i o n s  o f  a u t h o r i t y ,  and l e a d e r s h ip  as  p r a c t i c e d  by 
i n d i v i d u a l s  who d e v e lo p  r e l a t i o n s h i p s  on i n t e l l e c t u a l  and 
p h i lo s o p h ic a l  l e v e l s  w i t h o u t  th e  e m o t io n a l  m agnetism  o f  
c h a r is m a .  F o r  as  James MacGregor Burns ( 1 9 8 9 )  s t a t e d  
w h i le  s p e a k in g  a t  a r e c e n t  c o n fe re n c e  on le a d e r s h ip  a t  th e
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U n i v e r s i t y  o f  San D ie g o ,  r e s e a r c h e r s  need t o  b e g in  t o  lo o k  
a t  l e a d e r s h ip  in  t h e  m id d le ,  a t  p e o p le  w i t h o u t  u l t i m a t e  
power in  o r g a n i z a t i o n s ,  t o  t r u l y  u n d e rs ta n d  t h e  c o n s t r u c t  
o f  l e a d e r s h ip  as s e p a r a t e  f ro m  an e x e r c is e  o f  pow er.
Weaknesses
As I  c o m p le te  t h i s  s tu d y  and a n a ly z e  th e  p ro c e s s  o f  
i n q u i r y  I  have  d is c o v e r e d  tw o w eakn esses . The f i r s t  
c o n cern s  th e  a p p ro a c h  ta k e n  t o  s tu d y  l e a d e r s h ip .  L o o k in g  
back a t  t h e  l a s t  tw o  y e a r s ,  I  see  now t h a t  I  may have  
p la c e d  to o  much em phas is  on S l a g l e  and th e  r e l a t i o n s h i p s  
in  w h ich  he p a r t i c i p a t e d  in s t e a d  o f  th e  g e n e ra l  c o n c e p t  o f  
l e a d e r s h ip  in  NACA. S l a g l e  i s  a key p la y e r  in  th e  change  
c h r o n ic le d  in  t h e  A s s o c i a t i o n ,  and because o f  h is  r o l e  as  
E x e c u t iv e  D i r e c t o r ,  he has c o n t a c t  w i t h  a l l  o t h e r  key  
p e rs o n n e l  in  NACA. T h is  s tu d y  o f  l e a d e r s h ip  would have  
been enhanced by j u s t  o b s e r v in g  le a d e r s h ip  r e l a t i o n s h i p s  
as th e y  d e v e lo p e d  w i t h i n  th e  o r g a n i z a t io n  w i t h o u t  h a v in g  
any i n d i v i d u a l  as t h e  fo c u s  o r  l i n c h p i n  o f  t h e  r e s e a r c h .
The second w eakness comes fro m  my i n a b i l i t y  t o  
o b s e rv e  many o f  t h e  i n t e r a c t i o n s  betw een le a d e r s  and 
f o l l o w e r s  w h ich  fo rm  t h e  b a s is  f o r  t h e  le a d e r s h ip  
r e l a t i o n s h i p .  The Board o f  D i r e c t o r s  meets o n ly  t w ic e  a 
y e a r ,  once in  F e b r u a r y  p r i o r  t o  t h e  n a t i o n a l  c o n v e n t io n  
and once in  J u ly  d u r in g  m e e t in g s  o f  a l l  v o lu n t e e r  
c o m m it te e s .  The p r e s s u r e  o f  t h e  upcoming c o n v e n t io n  in
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F e b ru a ry  and th e  need f o r  some Board  members t o  m eet w i t h  
d i f f e r e n t  g roups in  J u ly  make t h e  m e e t in g  days long  and 
f u l l .  Sometimes t h e r e  a r e  up t o  f i v e  d i f f e r e n t  m e e t in g s  
t a k i n g  p la c e  s im u l t a n e o u s ly ,  w i t h  Board members a t  e a c h ,  
and w i t h  c r i t i c a l  is s u e s  b e in g  d is c u s s e d  a t  e v e ry  o n e .
O u ts id e  o f  th e s e  tw o fo r m a l  m e e t in g  t im e s ,  and th e  
t h r e e  day m e e t in g s  t h e  E x e c u t iv e  C om m ittee  co n d u cts  t w ic e  
a y e a r ,  th e  b u s in e s s  o f  t h e  A s s o c ia t io n  i s  conducted  on 
t h e  t e le p h o n e .  E a r l i e r  I  d e s c r ib e d  how t i e d  t o  th e  
t e le p h o n e  S l a g l e  i s  in  t h e  N a t i o n a l  O f f i c e ,  and t h i s  i s  
how many p a s t  C h a ir s  o f  t h e  B oard  have d e s c r ib e d  a 
m a j o r i t y  o f  t h e i r  i n t e r a c t i o n s  w i t h  o t h e r  v o lu n t e e r s .  
Is s u e s  may be d is c u s s e d  when s e v e r a l  Board members a t t e n d  
th e  same r e g io n a l  c o n f e r e n c e ,  b u t  by and l a r g e  most 
i n t e r a c t i o n s  a r e  done on th e  t e le p h o n e .  These a re  
i n t e r a c t i o n s  I  was n o t  a b l e  t o  o b s e r v e .
F u tu r e  R esearch
I  b e l i e v e  t h i s  r e s e a r c h  p r o j e c t  can fo rm  th e  b a s is  
f o r  a number o f  o t h e r  c o m p lem e n ta ry  s t u d ie s  on 
t r a n s f o r m a t i o n a l  l e a d e r s h ip .  F i r s t  and fo r e m o s t ,  I  
b e l i e v e  g r e a t e r  em phasis  must be p la c e d  on s tu d y in g  
l e a d e r s h ip  o u t s id e  o f  p o l i t i c a l  o r  b u s in e s s  s e t t i n g s .  The 
s tu d y  o f  NACA can , p e rh a p s ,  s e r v e  as a t h e  s t im u lu s  f o r  
th e  s tu d y  o f  l e a d e r s h ip  r e l a t i o n s h i p s  w i t h i n  v o lu n t a r y  
o r g a n i z a t i o n s  o r  a s s o c i a t i o n s .  A c c o rd in g  t o  Lee (1 9 8 8 ,  p .
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1 7 ) ,  " th e  U n i t e d  S t a t e s  b o a s ts  more th a n  2 1 ,0 0 0  n a t io n a l  
t r a d e  and p r o f e s s i o n a l  a s s o c i a t i o n s ,  w hich r e p r e s e n t  a 
work f o r c e  o f  more th a n  1 7 3 ,0 0 0 ,0 0 0  i n d i v i d u a l s  and 
f i r m s . "  T h is  n a t io n  i s  i n  some ways a n a t io n  o f  
a s s o c i a t i o n s ,  and t h e  s p i r i t  o f  v o lu n te e r is m  in  th e s e  
l a r g e  o r g a n i z a t io n s  as w e l l  as  lo c a l  community groups a re  
an im p o r ta n t  p a r t  o f  t h e  f a b r i c  o f  b e in g  an A m e rica n .  
S tu d y in g  le a d e r s h ip  w i t h i n  th e s e  v o lu n t e e r  o r g a n i z a t io n s  
a t  a l l  l e v e l s  o f  s o c i e t y  may p r o v id e  new i n s i g h t s  i n t o  th e  
i n t e r a c t i v e  and e t h i c a l  n a t u r e  o f  t h e  le a d e r s h ip  
r e l a t i o n s h i p .
A second a r e a  f o r  f u r t h e r  s tu d y  comes fro m  th e  need  
f o r  a b e t t e r  u n d e r s ta n d in g  o f  th e  i n t e r a c t i v e  n a tu r e  o f  
le a d e r s h ip  and management. I n  NACA I  d is c o v e re d  th e  s t a f f  
members in  th e  N a t io n a l  O f f i c e  and many v o lu n t e e r s  
fo c u s in g  on b u i l d i n g  a s o l i d  i n f r a s t r u c t u r e  in  th e  
o r g a n i z a t i o n ,  a management t a s k .  B u t ,  th e  v a lu e  o f  t h i s  
s t a b le  s t r u c t u r e  was t o  a l l o w  o t h e r s  t o  be c r e a t i v e  and 
in n o v a t iv e  and t o  move t h e  o r g a n i z a t i o n  ahead th ro u g h  a 
le a d e r s h ip  r e l a t i o n s h i p .  F o r  as A v o l i c  and Bass (1 9 8 8 ,  p .  
3 3 )  s t a t e d ,  "Jesus  w i t h o u t  Pau l m ig h t  have been l o s t  t o  
h i s t o r y  as a m in o r  J e w is h  r a b b i  a round  whom a m in o r  s e c t  
was fo u n d e d ."  The i m p o r t a n t  r e l a t i o n s h i p  between  
l e a d e r s h ip  and management d e s e rv e s  f u r t h e r  s tu d y .
F u r t h e r  re s e a rc h  m ust a ls o  be done in  s tu d y in g  
l e a d e r s h ip  w i t h  q u a l i t a t i v e  re s e a rc h  te c h n iq u e s  which
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produce t h i c k  d e s c r i p t i o n s  t o  p e r m i t  t h e  t r a n s f e r a b i l i t y  
o f  h y p o th e s e s .  T h is  s tu d y  a t te m p te d  t o  g iv e  a n a r ro w ,  b u t  
in  d e p th ,  s l i c e  o f  th e  s o c i a l  w o r ld .  F u tu r e  s i m i l a r  
s t u d ie s  need t o  be done , f o r  t h e  com parison  o f  case  
s t u d ie s  f o r  t h e  d e v e lo p m e n t  o f  g e n e r a l i z a t i o n s  r e q u i r e s  
c l e a r  d e f i n i t i o n s  and d e s c r i p t i o n s ,  and u n i t s  o f  a n a l y s is  
w h ich  a re  c l e a r  and s i m i l a r  t o  o t h e r s  ( Y i n ,  1984 , p .  3 3 ) .
A f i n a l  avenue f o r  f u t u r e  re s e a rc h  needs t o  be on th e  
d e g re e  t o  w h ich  th e  c o n c e p ts  o f  l e a d e r s h ip  and 
t r a n s f o r m a t i o n a l  l e a d e r s h ip  a r e  bound by o u r  c u l t u r e .  My 
th o u g h ts  a r e  t h a t  t h e  c o n c e p t  o f  le a d e r s h ip  as a 
r e l a t i o n s h i p  in t e n d in g  r e a l  change w hich  r e f l e c t s  m utual  
purposes  may be more t r a n s f e r a b l e  among d i f f e r e n t  c u l t u r e s  
th a n  t r a n s f o r m a t i o n a l  l e a d e r s h ip  and i t s  e t h i c a l  n a t u r e .  
The deve lo p m en t o f  t h e  c o n s t r u c t  o f  l e a d e r s h ip  in  a 
s o c ie t y  t h a t  i s  n o t  based on W e s te rn ,  C h r i s t i a n  
t r a d i t i o n s ,  and i t s  c o m p ar is o n  w i t h  o u r  c o n ce p t o f  
l e a d e r s h ip  w ould  be f a s c i n a t i n g  in d e e d .
C o n c lu d in g  Remarks
As a s o c i e t y  we te n d  t c  lo o k  t o  t h e  a c t io n s  o f  some 
i n d i v i d u a l  as th e  cause  f o r  e v e r y t h in g  t h a t  o c c u rs  in  o u r  
l i v e s .  I f  t h e r e  i s  an e f f e c t  we e x p e c t  t o  be a b le  t o  f i n d  
t h e  cause . I f  a company i s  f i n a n c i a l l y  s u c c e s s f u l ,  i t  i s  
a t t r i b u t e d  t o  t h e  a c t io n s  o f  someone a t  th e  to p  o f  th e  
f l o w  c h a r t .  I f  an a i r p l a n e  c r a s h e s ,  i t  a ls o  must be
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someone’ s f a u l t .  Few p e o p le  seem w i l l i n g  t o  a c c e p t  e v e n ts  
as n o t  a lw a y s  i n  t h e  c o m p le te  c o n t r o l  o f  a f i n i t e  s e t  o f  
d e c is io n  m a ke rs . T h in g s  can no lo n g e r  j u s t  happen  
n a t u r a l l y ,  e n v ir o n m e n ta l  p r e s s u r e s  b u i l d i n g  o v e r  t im e  a re  
v ie w ed  as o f  m in im a l s i g n i f i c a n c e ,  and t h e r e  i s  an 
a ssum ption  t h a t  a t  some l e v e l ,  someone i s  in  c o n t r o l  o f  
a l l  a c t i v i t i e s .
I  have t h r e e  p ro b le m s  w i t h  lo o k in g  a t  th e  w o r ld  in  
t h i s  manner. F i r s t ,  t h e  c o n c e p t  o f  l i n e a r  c a u s a l i t y  i s  
s im p ly  n o t  th e  way th e  w o r ld  w o rk s .  E v e n ts ,  p e o p le ,  
o r g a n i z a t i o n s ,  and th e  e n v iro n m e n t  a r e  in  a c o n t in u o u s  
p ro c e s s  o f  m u tu a l ,  s im u l ta n e o u s  s h a p in g .  To t r y  t o  
u n d e rs ta n d  th e  cause  o f  an e v e n t  w i t h o u t  an in d e p th  
u n d e rs ta n d in g  o f  th e  h i s t o r i c a l  background and t h e  many 
l a y e r s  o f  p r e s e n t  day e n v i r o n m e n ta l  f a c t o r s  im p a c t in g  th e  
s i t u a t i o n  w i l l  l e a d  t o  v e r y  a n t i s e p t i c  and n a iv e  
c o n c lu s io n s .
My second co n ce rn  comes fro m  th e  rush t o  a t t r i b u t e  
t h e  cause o f  a l l  g r e a t ,  g l o r i o u s ,  and even n o t o r io u s  
e v e n ts  t o  t h e  d e l i b e r a t e  a c t io n s  o f  one i n d i v i d u a l .  T h e re  
i s  an assu m p tio n  o f  u n l i m i t e d  c o n t r o l  and power t h a t  i s  
n o t  p r e s e n t  in  a w o r ld  composed o f  human b e in g s ,  each o f  
whom have m o t iv e s ,  need s , and p e rs o n a l  agendas . B lo ck  
( 1 9 8 7 )  d e s c r ib e d  how he met w i t h  th e  P r e s id e n t  o f  F in a s t  
s u p e rm a rk e ts  w h i l e  s tu d y in g  t h e  r e s is t a n c e  t o  change in  
t h a t  f i r m .  B lo c k  a r r i v e d  t o  t e l l  th e  P r e s id e n t  t o  use th e
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power o f  h i s  o f f i c e  t o  i n s t i t u t e  changes p la n n e d  by him 
and h i s  f e l l o w  s e n i o r  a d m i n i s t r a t o r s .  But soon t h e  
P r e s i d e n t  t u r n e d  t h e  c o n v e r s a t i o n  t o  h i s  f r u s t r a t i o n  w i t h  
t h e  k e tc h u p  i n  t h e  company c a f e t e r i a ,  which was t o o  t h i n  
and w a t e r y .  The P r e s i d e n t  e x p l a i n e d  t h a t  he had been  
c o m p l a i n i n g  f o r  some t i m e  a b o u t  how F i n a s t  k e t c h u p  was t o o  
w a t e r y  t o  compete  w i t h  n a t i o n a l  b rand  names and t h a t  "he  
t h o u g h t  t h a t  a t  l e a s t  someone c o u ld  have t h i c k e n e d  t h e  
ke tc h u p  a t  h i s  t a b l e  i n  t h e  company c a f e t e r i a ,  even i f  t h e  
p r o d u c t  on t h e  s h e l v e s  re m aine d  w a t e r y "  ( p .  6 3 ) .
The s i m p l e  f a c t  i s  t h a t  no one has a b s o l u t e  power ,  
n o t  I a c o c c a  t o  p e r s o n a l l y  t r a n s f o r m  C h r y s l e r ,  and  
d e f i n i t e l y  n o t  t h e  P r e s i d e n t  o f  F i n a s t  t o  change t h e  
q u a l i t y  o f  t h e  k e t c h u p .  Our u rg e  t o  a t t r i b u t e  outcomes as  
t h e  p r o d u c t  o f  t h e  p la n n e d  a c t i o n s  o f  an i n d i v i d u a l  
m in i m iz e s  t h e  r o l e  s u b o r d i n a t e s  t h r o u g h o u t  an o r g a n i z a t i o n  
o r  p a r t i c i p a n t s  i n  an e v e n t  have  t o  a c c e p t  o r  r e j e c t  a 
d i r e c t i v e ,  h e a r  o r  i g n o r e  an o r d e r ,  o r  embrace o r  s c o r n  an 
o v e r t u r e  o f  l e a d e r s h i p  o r  p e r s o n a l  v i s i o n ,  o r  even more t o  
t h e  p o i n t ,  shape and re sh a p e  t h e  i n i t i a t i v e  t o  s a t i s f y  
some o f  t h e i r  own w a n ts  and needs as w e l l  as  s a t i s f y  t h e  
wants  and needs o f  t h e  o r g a n i z a t i o n .
My t h i r d  c o n c e r n  emerges f ro m  t h e  f i r s t  tw o ,  and i t  
i s  o u r  t r a d i t i o n  t o  p i c t u r e  l e a d e r s  as d i s t i n c t  and  
r a d i c a l l y  d i f f e r e n t  f r o m  f o l *  . « r s  because t h e y  a r e  t h e  
ones w e a r in g  w h i t e  h a t s  and r i d i n g  w h i t e  h o r s e s .  Our  rush
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t o  embrace c h a r i s m a t i c s  may l e a d  us t o  f o l l o w  a n o t h e r  
H i t l e r  o r  J im  Jones  as r e a d i l y  as a n o t h e r  John F .  Kennedy  
o r  W in s to n  C h u r c h i l l .  Manz and Sims ( 1 9 8 9 ,  p .  2 2 5 )  a r e  
c o r r e c t  when t h e y  s t a t e  t h a t  " t h e  c u r r e n t  p o p u l a r  n o t i o n  
t h a t  e x c e l l e n t  l e a d e r s  s h o u ld  be v i s i o n a r y  and c h a r i s m a t i c  
may be a t r a p  i f  t a k e n  t o o  f a r . ” C har ism a  c e r t a i n l y  
d o e s n ’ t  h u r t  when t r y i n g  t o  i n f l u e n c e  f o l l o w e r s  t o  fo rm  a 
l e a d e r s h i p  r e l a t i o n s h i p  based on a v i s i o n ,  b u t  i t  i s n ’ t  
t h e  o n l y ,  o r  c r i t i c a l  f a c t o r ,  i n  t h e  r e l a t i o n s h i p .
What does a l l  t h i s  have  t o  do w i t h  l e a d e r s h i p ?  The  
r e l i a n c e  on b e l i e f s  o f  t o p  down c o n t r o l ,  o f  l i n e a r  
c a u s a l i t y ,  and o f  t h e  m a g i c a l ,  c h a r i s m a t i c  n a t u r e  o f  
l e a d e r s h i p  m i n i m i z e s  t h e  d e c i s i v e  r o l e  f o l l o w e r s  have in  
l e a d e r s h i p  r e l a t i o n s h i p s ,  t h e  r o l e  o f  t h e  common man w i t h  
a f r e e  w i l l  i n  any o r g a n i z a t i o n ,  and t h e  many d i v e r s e  
g i f t s  d i f f e r e n t  p e o p l e  b r i n g  t o  a p a r t y .  I  a g r e e  w i t h  
K o t t e r  ( 1 9 8 8 ,  p.  2 1 )  when he s t a t e s  t h a t  l e a d e r s h i p  i s  
“c h a rn e le o n -1 i k e .  . . . What i t  looks  l i k e  on t h e  s u r f a c e  
i s  v e r y  much a  f u n c t i o n  o f  t h e  s i t u a t i o n  i n  w h ich  i t  i s  
f o u n d . "  L e a d e r s h i p  i s  n o t  a s t a g n a n t  m o n o l i t h ,  b u t  a 
dynamic  s y n t h e s i s  composed o f  e v e r  chan g in g  i n g r e d i e n t s .
We must b e g in  t o  s t u d y  and c e l e b r a t e  t h e  d i f f e r e n t  g i f t s  
women and i n d i v i d u a l s  f ro m  d i f f e r e n t  c u l t u r e s  can b r i n g  t o  
t h e  l e a d e r s h i p  r e l a t i o n s h i p  i n  o r d e r  t o  enhance  t h e  
q u a l i t y  o f  o u r  u n d e r s t a n d i n g  o f  l e a d e r s h i p  r e l a t i o n s h i p s  
as t h e y  e x i s t  t h r o u g h o u t  o u r  s o c i a l  w o r l d .
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James F e rg u s o n ,  1985 C h a i r  o f  t h e  Board o f  D i r e c t o r s
S c o t t  J o n e s ,  P a s t  Member, A s s o c i a t e  Member A d v i s o r y  Board
Thomas M a t th e w s ,  1975 C h a i r  o f  t h e  Board o f  D i r e c t o r s
B a r b a ra  M e y e r ,  P a s t  Member,  A s s o c i a t e  Member A d v i s o r y  Board
Raymon P a r k e r ,  1988 C h a i r  o f  t h e  Board o f  D i r e c t o r s
L a r r y  P a y t c n ,  1982 C h a i r  o f  t h e  Board o f  D i r e c t o r s
Dennis  P r u i t t ,  1981 C h a i r  o f  t h e  Board o f  D i r e c t o r s
C a r y l  S t e r n ,  1987 C h a i r  o f  t h e  Board o f  D i r e c t o r s
Max V e s t ,  1984 C h a i r  o f  t h e  Board o f  D i r e c t o r s
N a t i o n a l  O f f i c e  S t a f f  Members
Jeanne Dunay,  D i r e c t o r  o f  A d m i n i s t r a t i v e  S e r v i c e s
D o r i s  G a n t ,  A d m i n i s t r a t i v e  A s s i s t a n t
C a r o l i n e  H a r p e r ,  Computer S e r v i c e s  C o o r d i n a t o r
W. C. K i r b y ,  A d v e r t i s i n g  Manager
R ic h a r d  M a is ,  1984 A s s i s t a n t  E x e c u t i v e  D i r e c t o r
P r e s to n  M c L a u r in ,  D i r e c t o r  o f  P u b l i c a t i o n s
Lou Ross,  D i r e c t o r  o f  M a r k e t i n g  S e r v i c e s
Stephen S l a g l e ,  E x e c u t i v e  D i r e c t o r
Nancy W a lb o rn ,  D i r e c t o r  o f  t h e  E d u c a t i o n a l  F o u n d a t io n
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APPENDIX B
P r o t e c t i o n  o f  Human R i g h t s  Agree m e nt  f o r  S tephen S l a g l e
The following shall serve as an agreement for the protection of the
rights and welfare of Steve Slagle as the subject of a dissertation
research project by Robert A. Fink:
1. The purpose of this study is to examine transforming leadership 
within the context of the leadership relationship. The focus of 
the study will be Steve Slagle, Executive Director of the National 
Association for Campus Activities (NACA).
2. The procedure for the research will be emergent in design and 
qualitative in nature. Instrumentation will include interviewing, 
observing, reviewing available documents and records, and 
interpreting unobtrusive measures. Interviews will be held with 
both NACA volunteers and employees with their consent and knowledge 
of the subject of this research. Observations and other methods of 
data gathering used in this study will take place at the February 
1988 Board of Directors meeting and national convention, the June 
1988 Executive Committee meeting, and the July 1988 Board of 
Directors meeting. Requests for additional periods of data 
gathering shall be made to Slagle as required.
3. All requests for attendance and observations at Board and other 
meetings shall be made to the Chairperson of the NACA Board of 
Directors. All participants at these meetings shall be informed of 
the nature and subject of the study.
4. The participation by Slagle in this study is voluntary and 
may be withdrawn at any time.
5. Slagle has had the opportunity to ask questions regarding the 
procedures of this study and answers have been provided.
6. The duration of the participation by Slagle in this study shall
be from February, 1988 through December, 1988.
7. There is no agreement between Slagle and Fink, either written
or oral, beyond that expressed in this consent form.
8. The participation of Slagle as the subject of the study will not be 
confidential. The names of participants in interviews with Fink in 
this study may be kept confidential. Slagle will be given a final 
copy of the dissertation by Fink but Fink will not make copies of 
the dissertation or any report/finding concerning the dissertation 
available to any person employed by NACA cr any member of the NACA 
Board of Directors.
I, the undersigned, understand the above explanations and, on that
basis, I consent to my voluntary participation in this research.
Signature of Subject Date
Signature of the Researcher Date
Signature of a witness Date
Done a t ____________________________  ,____ _________
City State
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APPENDIX C 
P r o t e c t i o n  o f  Human R i g h t s  Agreement
f o r  a l l  P a r t i c i p a n t s  i n  I n t e r v i e w s
The following shall serve as an agreement for the protection of the
rights and welfare of all participants in the dissertation research
project by Robert A. Fink:
1. The purpose of this study is to examine transforming leadership 
within the context of the leadership relationship. The focus of 
the study will be Steve Slagle, Executive Director of the National 
Association for Campus Activities (NACA).
2. Instrumentation will include interviewing, observing, reviewing 
available documents and records, and interpreting unobtrusive 
measures. Interviews will be held with both NACA volunteers and 
employees with their consent and knowledge of the subject of this 
research. Observations and other methods of data gathering used 
in this study will take place at the February, 19C3 Board of 
Directors meeting and national convention, the June, 1988 
Executive Committee meeting, the July, 1988 Board of Direc-..rs 
meeting, and at additional times and sites as required.
3. All participants in interviews shall be informed of the nature 
and subject of the study.
4. The participation by all individuals in this ..study is voluntary 
and may be withdrawn at any time.
5. All participants have had the opportunity to ask questions 
regarding the procedures of this study and answers have been 
provided.
6. There is no agreement between any participant and P.obert Fink, 
either written or oral, beyond that expressed in this enn-stnt 
form.
7. The names of participants in this research project shall remain 
confidential upon request.
8. Prior permission for the tape recording of interviews or 
conversations has been obtained.
I, the undersigned, understand the abcve explanations and, on
that basis, I consent to my voluntary participation in this research.
Signature of Subject Date
Signature of the Researcher Date
Done a t ______________________________________,________________
City State
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APPENDIX D
NACA Code o f  E t h i c s
Statement of Business 
Ernies and Standards
As members of NACA, we believe and 
advocate that ethical and courteous prac­
tices are important in their own right and
essential to good business. The NACA 
Statement of Business Ethics and Standards 
indicates good business practices that gene­
rally have the qualities o f honesty, fairness, 
consideration and enlightened profession­
alism. We support them in letter and spirit.
I. Contracting
1. Negotiations and agreements must 
be undertaken only by those prop­
erly authorized by the school, by an 
agency or by an artist. The agency 
must make dear to the school whe­
ther it has exdusivity with an artist 
and is responsible for identifying an 
authorized negotiating person from 
the school.
2. When an agency offers an act to a 
school, the school must avoid un­
reasonable delays in responding 
and, if  accepting or deciining the 
offer, should dearly and explicitly 
indicate so.
3. An agency must be able to fulfill 
any offer made and, if the offer is 
conditional, must make such condi­
tions clear to the school in advance.
4. Contracts and riders should be 
signed and returned by both parties 
without delay.
5. Middle agents who sign contracts 
on behalf of an artist are as respon­
sible for the provisions of any 
agreement as the exclusive agency 
of an artist would be.
6. Verbal commitments must be 
honored, although written con­
tracts are essential for a dear under­
standing between the parties. The 
agent should make sure that both 
the school and the artist understand 
all arrangements in the contract.
7. Contracts are to be signed only by 
the properly and legally authorized 
persons of the contracting parties. 
The agent is responsible for identi­
fying the contracting authority at 
the school.
8. Contract riders should be agreed 
upon before contract signing and
' are a part o f the contractual obliga­
tion.
9. Schools must provide complete and 
accurate information regarding the 
fadlities and equipment to be used 
and intended method of payment.
10. Any additional expected activities 
from the artist should be in writing. 
The agent is responsible for inform­
ing an artist of such particulars.
11. Schools must be honest, accurate 
and timely in attendance and ex­
pense reports where either has an 
effect on the artist’s remuneration.
12. Written permission must be secured 
prior to any type of recording of a 
performance.
13. Advertisement and promotion ac­
tivities stipulated by contract 
should be fully executed.
ILCourtesy and Hospitality
1. Phone calls should be returned and 
letters answered promptly.
2. Schools should return videotape or 
films on time and in proper condi­
tion as specified in agreements. 
Agreements and promotional infor­
mation, as well as programming 
materials, should be sent when 
promised by the agency.
3. Political or issue-oriented reasons 
for scheduling a program should be 
explained to the artist/manager 
during negotiation if these special 
reasons exist. The agency should in­
form the artist of all responsibilities 
of his contract and rider before ar­
rival on campus.
4. Sharing information concerning 
quality, success and level of service 
received from an act or agent is im­
portant to other NACA members; 
also, quality service should be com­
municated as well as service that is 
unsatisfactory.
5. Under contracting, good use of sup­
plied promotional materials is im­
portant to the success of the event. 
Selling or other misuse of promo­
tional material is improper. Promo­
tional material should be sent on 
time and should be kept updated. 
Only materials that will be needed 
and used should be requested.
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6. Artists should be treated as guests 
on campus. Artists should treat fa­
cilities and campus rules with re­
spect. Hospitality arrangements, 
provision o f rider requirements, 
and payment according to contract 
are necessary to the artist's well-be­
ing and contribute to the quality of 
the appearance.
7. A campus host or hostess should be 
on hand before and during events 
and on call at other times for artist 
liaison with campus and communi­
ty. Artists should schedule their 
travel with ample time to begin the
■ performance at the time stated on 
the contract.
Grievances may be filed only under Sec­
tion I  (Contracting) o f the Statement of 
Ethics.
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APPENDIX E 
ASAE S t a n d a r d s  o f  Conduct
A M ER IC A N  SO CIETY OF ASSOCIATION  
• EXEC U TIVES
•DflUFBI 01 l»nOflnrT
AS A MEMBER of the American Society of Association Executives. I pledge 
myself to:
Maintain the highest standard o f personal conduct. .
Promote and encourage the highest level of ethics within the' industry or 
profession my association represents.
Maintain loyalty to the association that employs me, and pursue its objectives in 
ways that are consistent with the public interest.
Recognize and discharge my responsibility and that of my association to uphold 
all laws and regulations relating to my association's policies and activities.
Strive for excellence in all aspects of management of my association.
Use only legal and ethical means in all association activities.
Serve all members of my association impartially, provide no special privilege to 
any individual member, and accept no personal compensation from a member 
except with the knowledge and consent of my association's governing board.
Maintain the confidentiality o f privileged information entrusted or known to me 
by virtue of my office.
Refuse to engage in, or countenance, activities for personal gain at the expense of 
my association or its industry o r profession.
Always communicate association internal and external statements in a  truthful 
and accurate manner
Cooperate in every reasonable and proper way with other association executives, 
and work with them in the advancement of the profession of association 
management.
Use every opportunity to improve public understanding of the role of associa­
tions.
THIS CODE OF Standards of Conduct for members of the American Society of 
Association Executives has been adopted to promote and maintain the highest 
standards of association service and personal conduct among its members. 
Adherence to these standards is required for membership in the Society, and 
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